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Preface 


Between 1933 and 1945 union membership in the 
United States increased fivefold, from about three 
million to about fifteen million. Unless unions make 
grievous blunders and lose confidence of the communi- 
ty (by interunion rivalry, for example), this growth will 
continue. A union membership of over twenty million 
within the next decade is a strong probability. 

The rise of unions constitutes an epoch-making 
change in the economy — quite comparable to such 
institutional changes as the rise of the modern credit 
system or of the corporation. Unions are no longer sim- 
ply organizations which put workers in a moderately 
better bargaining position in dealing with employers. 
They are seats of great power — of the greatest private 
economic power in the community. Their policies 
from now on will be a major determinant of the pros- 
perity of the country. If their policies are farsighted, if 
unions see their stake in the prosperity of the com- 
munity as a whole, unions will make a major contri- 
bution toward building a greater civilization in Amer- 
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ica. If unions are narrow, uninformed, and shortsighted 
in their policies, they will be as great a problem for 
the community as was the parochialism of the towns 
and small principalities in the later Middle Ages. 

The literature of industrial relations has taken little 
account of the changed status of unions. The literature 
still treats unions as underdogs and ignores almost 
completely both the great problems and the great op- 
portunities created by the power of unions. 

The aim of these chapters is to lay the foundation for 
a more realistic approach to the study of trade unions 
— to focus attention upon the problems created by un- 
ions and upon the tremendous contributions which 
unions can make to national prosperity and industrial 
democracy. The treatment is brief and the aim has 
been to define and open issues rather than to reach de- 
finitive conclusions The material in these chapters 
was presented as six lectures at Cornell University in 
November, 1946. The lectures have been revised and 
amplified, but the printed version is essentially the 
same as the oral one. 

My wife has prepared the index and has suggested 
many improvements in the manuscript. 

Sumner H. Slichter 

February , 1947 
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TRADE UNIONS, MANAGEMENT, AND THE PUBLIC INTEREST 




Chapter I 


The Labor Movement - 
Its Rise and Its Present Status 


I 

The last hundred years have seen the rise of a 
new kind of community — a community in which near- 
ly all of the gainfully employed are employees. There 
have been societies in which nearly all workers have 
been slaves or serfs or self-employed persons. Indeed, 
until shortly before the middle of the last century, 
the United States was mainly a community of self- 
employed. Only within the last hundred years, how- 
ever, have there been communities in which nearly all 
workers are employees. Although modern technology 
has been converting the country into a community of 
employees, it has not been building a proletariat. Scien- 
tists, professional workers, supervisors, artists, teachers, 
and other white-collar workers have been increasing 
from two to thirteen times as fast as the total working 
population, while the number of common laborers has 
remained about the same for the last thirty years . 1 

1 Between 1870 and 1940, technical engineers increased over IS times as 
fast as the gainfully employed; bookkeepers, cashiers, and accountants, 
8 times; artists, sculptors, and art teachers, 5 times, editors and reporters, 
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Communities of free employees must be expected to 
develop cultures, institutions, and points of view which 
are different in many respects from those found in com- 
munities of the self-employed. For example, communi- 
ties of employees must be expected to have distinctive 
theories concerning what makes the economy work and 
how production and employment can best be stimu- 
lated. Socialism represents an early expression of a dis- 
tinctive point of view by the community of employees. 
Socialists propose changes m economic institutions, but 
today most of them accept the basic political ideas and 
institutions of liberal Capitalism. They trust individ- 
uals to develop their own ideals and to select their own 
ends, and they believe that civil rights should protect 
individuals in the opportunity to acquire information, 
to hear the views of others, and to express their views. 
Far more radical than Socialism is Communism, an- 
other example of a distinctive point of view developed 
among employees. The economic program of Commun- 
ism is essentially the same as that of Socialism, but 
Communism is far more than an economic philosophy. 
Communism does not trust individuals to develop 
their own ideals and to select their own ends; it does 
not protect them with civil rights. It has no use for the 
democratic philosophy which was developed by Capi- 
talism to defeat the claims of the absolute monarchs 
and which is accepted by Socialists. Communism would 

3 75 times; architects, 3 4 times; musicians and teachers of music, 3 times, 
college professors and other teachers, S times, dentists, 2.7 times; clergy- 
men, religious, social, and welfare workers, 1 6 times Between 1870 and 
1940, college graduates have increased 10 times as fast as the gainfully 
employed. 
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undo .the political revolutions of the seventeenth and 
eighteenth centuries and would make the government 
(in this case “the party”) the supreme arbiter of values. 

Neither Socialism nor Communism has up to now 
made much progress in the United States. Here the 
ideas of Capitalism had such vigor that they continued 
to dominate men’s minds long after the community 
became composed predominantly of employees. For 
the first two or three generations of the employee 
community the professional, supervisory, and white- 
collar employees accepted the economic ideas of the 
businessmen and property owners. During the last 
generation, however, these groups have been thinking 
more and more as employees. The rise of a community 
of employees has produced a considerable volume of 
labor legislation, which the employer-dominated com- 
munity of the nineteenth century would not have toler- 
ated. In the main, however, American workers appear 
to believe that the most promising way to advance their 
interests is through negotiation of more favorable labor 
contracts with employers — contracts which give the 
workers higher wages and better working conditions. 
Hence the growth of trade unionism and the develop- 
ment of collective bargaining in all branches of indus- 
try are the most distinctive ways in which the change 
in the nature of the community is expressing itself. 

Today' the United States has the largest, most power- 
ful, and most aggressive labor movement which the 
world has ever seen. The 190-odd national unions re- 
cently had nearly 15 million members. Today, though 
the membership is smaller, they include nearly one- 
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third of the 40 million employees outside agriculture 
and the professions. About 1.4 million members are 
professional or clerical workers. Two-thirds of the 
workers in manufacturing are covered by union agree- 
ments and about one-third in nonmanufacturing indus- 
tries outside of agriculture and the professions. In a 
number of nonmanufacturing industries, such as coal 
mining, construction, railroading, and trucking, over 
four-fifths of the employees are under wage agreements. 
Retailing, wholesaling, and agriculture are the only 
important areas of employment in which the propor- 
tion of organized employees is low. The trade unions 
are the most powerful economic organizations in the 
community — in fact, they are the most powerful eco- 
nomic organizations which the community has ever 
seen. Their policies will be a major influence in de- 
termining how much the community produces, how 
rapidly it adds to its capital, and how the product of 
industry is divided. 

What have been the principal consequences of the 
rise of trade unions up to now, and what are likely to 
be their effects in the future? What principles may be 
expected to guide the behavior of unions? What prob- 
lems have been created by the rise of unions, and what 
new problems are they likely to create? What obli- 
gations should the community impose on unions, and 
what rights should it give them? In short, what should 
be the policy of the community toward them? These” 
are the basic questions which I shall attempt to answer. 
In the first chapter I shall survey the development of 
trade unions in the United States, describe the pres- 
ent condition of the trade union movement, and out- 
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line briefly some of the problems which trade unions 
now present. In the following five chapters I shall ex- 
amine some of the principal effects of trade unions and 
some of the principal problems which the rise of unions 
has created. 


II 

The development of trade unionism in the United 
States has been slow. As late as 1900 less than one-tenth 
of the so-called “industrial” wage earners were organ- 
ized. 2 Even in 1920, after the First World War, fewer 
than one out of five industrial wage earners were organ- 
ized. Except during the early decades of the nineteenth 
century, trade unionism did not encounter the legal 
obstacles in the United States which hindered its 
growth in Great Britain and most continental coun- 
tries. The community, of course, was hostile to union- 
ism, as one would expect a community to be which 
derived its point of view principally from businessmen 
and farmers. The rapid growth of population was a 
major impediment to the rise of unions because it gave 
workers such excellent opportunities to advance to bet- 
ter jobs. This encouraged men to think in terms of 
individual careers and discouraged interest in organi- 
zations designed to safeguard the interests of any occu- 
pational group Until 1860, population increased by 
more than one-third every decade, until 1890, by more 
than one-fourth; until 1910, by more than one-fifth; 
and until 1930, by one-sixth. Opportunities to rise in 

3 By “industrial” wage earners is meant wage earners m manufacturing 
and mechanical pursuits, mining, transportation, public utilities, and 
construction. 
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the economic scale were even greater than the increase 
in population indicates, because, as I have just pointed 
out, the managerial and technical professions were 
growing far faster than the working population. 

Three principal periods stand out in the develop- 
ment of the American labor movement: 

1. The “grass-roots” stage, which lasted until the decade of 
the eighties. 

2. The stage of the dominance of national unions, with re- 
liance upon nonpolitical methods, which lasted from the eigh- 
ties until the decade of the thirties. 

3 The period of government encouragement of trade unions 
and active government intervention in industrial relations. 
This began in 1932 and 1933 with the passage of the Norris- 
LaGuardia Act and the National Industrial Recovery Act, 
followed closely by the passage of the Wagner Act, the Social 
Security Act, and the Fair Labor Standards Act. 

In the beginning, the trade union movement was 
necessarily a grass-roots affair. If men were to be organ- 
ized, they had to organize themselves. No enduring 
national union was founded until 1852. By 1875 there 
were about thirty-three national unions in the country, 
but most of them were feeble and possessed little au- 
thority over the locals. Nearly half of them disappeared 
in the long depression of the seventies. During the 
grass-roots stage the basic objectives of the labor move- 
ment were ill-defined. Likewise, there was uncertainty 
concerning the kind of organizations and methods 
which could best represent the interests of workers. 
For example, the labor organizations were going 
through the process of deciding whether they could 
best advance the interests of workers by concentrating 
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upon collective bargaining, by pressing for social and 
political reforms, or by simultaneously using both 
methods. They were finding out by the method of trial 
and error what kind of organization could most effec- 
tively command the interest and support of workers 
in the American environment. 

Gradually it became evident that workers were most 
interested in relying upon bargaining to get themselves 
better conditions. It also became evident that bargain- 
ing was most effectively conducted by local unions, with 
the guidance and backing of a national union in the 
occupation or industry, or by a national union itself. 
The decade of the eighties was the period when the 
national trade union first came definitely into its own. 
The troubles of the unions during the depression of the 
seventies showed that national control needed to be 
established over many policies, particularly wage poli- 
cies and strike policies, and that national treasuries 
needed to be built up for the purpose of backing local 
unions. During the eighties the number of national 
unions grew rapidly. Fifty were formed between 1880 
and 1890. In the same period fourteen national unions 
went out of existence, but the total number grew from 
26 to 62 — more than doubling in ten years. During the 
nineties there was an even stronger growth of national 
unions — an increase of 40, raising the total from 62 
to 102. 

The rise of national unions meant, of course, that 
the trade union movement became less and less a spon- 
taneous grass-roots affair. As the nationals gradually 
grew stronger, the opposition of employers became 
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stiffer and more carefully planned. This made it less 
practical for men to organize on their own initiative. 
Thus the opposition of employers to unions helped to 
promote the dominance of the national union. 

The rise of national unions created two basic prob- 
lems: (1) whether the labor movement should have a 
central and superior policy-making and co-ordinating 
agency, and (2) what should be the relationship be- 
tween the several national unions. Sooner or later these 
two problems would have arisen anyway, but they were 
precipitated by the rapid rise of the Knights of Labor 
during the eighteen-eighties. The Knights of Labor 
represented the idea of “one big union”— that is, of a 
highly centralized labor movement. Furthermore, the 
Knights stood ready to take in disaffected locals, and, 
in the case of the cigarmakers, the Knights entered into 
direct competition for the members of the national 
union. The American Federation of Labor was formed 
to protect the national unions from losing their in- 
dependence to the Knights of Labor, and it was based 
on two principles: (1) the principle of autonomy, that 
national unions should be subordinate to no strong 
and centrally guided co-ordinated agency, but should 
be left free to manage their own affairs; and (2) the 
principle of exclusive jurisdiction, that there can be 
only one legitimate union in one recognized field of 
jurisdiction. 

The success of the American Federation of Labor 
in competition with the Knights of Labor meant that 
the American labor movement developed on the basis 
of these two principles, autonomy and exclusive juris- 
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diction. The personal convictions of dominant leaders, 
headed by Samuel Gompers, also meant that the trade 
unions confined themselves pretty narrowly to collec- 
tive bargaining and sought little help from the govern- 
ment in improving conditions of work. Indeed, the 
national leaders of the unions regarded proposals for 
most forms of social legislation with hostility because 
such arrangements could make the government a com- 
petitor of the unions. The growth of national unions 
and the centralization of policy-making in their hands 
meant that the control of the labor movement rested 
largely with professional labor leaders. The jobs of 
union president, vice president, organizer, or national 
representative are usually full-time jobs and require 
specialized ability. Experience increases a man’s useful- 
ness. Furthermore, the ordinary work of directing the 
administration of union affairs enables national officers 
to build up an organization to keep them in office. 
Hence, there has been little competition for national 
office, and the tenure of national union presidents has 
frequently been rather long. 

The ascendency of the professional labor leader has 
been accentuated by the fact that American unions 
combine in full-time officers the responsibility both for 
making policies and for executing policies. In this re- 
spect the American practice differs from the British. 
In the British unions the professional officers are ex- 
ecutors of policies and advisers on policy-making, but 
the principal responsibility for policy-making is in the 
hands of unpaid executive boards. 

For two generations the American labor movement 
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developed quietly and at a moderate rate on the basis 
of the three principles of autonomy, exclusive juris- 
diction, and reliance upon collective bargaining rather 
than upon labor legislation to improve the condition 
of workers. Trade unions did support workmen’s com- 
pensation laws, but in the main these three principles 
were accepted. Efforts to interest the trade unions in 
labor legislation early in the nineties and at the end of 
the First World War proved abortive. The complete 
acceptance of the above-mentioned three principles 
and the unchallenged leadership of the professional 
labor leaders made the period 1886 to 1933 one of 
stability. Paradoxically, the strong opposition of em- 
ployers helped to keep the labor movement stable. It 
strengthened the position of the officers by making it 
difficult to organize workers. This protected the officers 
of unions from the competition of new leaders. In 
particular, the opposition of employers helped make 
the principle of exclusive jurisdiction work by dis- 
couraging competition between national unions for 
members and by preventing independent movements 
to organize workers from making much headway. Only 
organization drives backed by the national unions had 
much chance of success. 

The period of stability was terminated by the Great 
Depression of 1929, which broke the influence of busi- 
ness upon the thinking of the community and led the 
government to embark upon the policy of actively en- 
couraging workers to organize and of regulating the 
working conditions in nearly all plants engaged in 
interstate commerce. A preliminary step in the govern- 
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ment’s encouragement of trade union organizations 
was the passage of the Norris-LaGuardia Act in 1932. 
It was quickly followed by the National Industrial Re- 
covery Act in 1933 and the Wagner Act in 1935. The 
principal manifestations of the regulation of working 
conditions by the national government were the Social 
Security Act and the Fair Labor Standards Act — the 
first passed in 1935, the second in 1938. Underlying 
these changes in national policy was a constitutional 
revolution. The Supreme Court suddenly abandoned 
long-held views concerning both the scope of the na- 
tional government’s authority over interstate com- 
merce and the extent to which private rights may be 
restricted in order to permit Congress to carry out its 
ideas of promoting community interests. 

Helped by friendly government policies, trade un- 
ions rapidly spread their membership outside the ranks 
of skilled craftsmen, to which it had mainly been con- 
fined prior to 1933. The first large new groups to 
come into the labor movement were the semiskilled 
factory workers. Organization soon began to grow rap- 
idly, however, among retail clerks, white-collar work- 
ers, and supervisors, who had traditionally regarded 
themselves as “above” trade unionism. 

The changes in public policy brought about by 
the Great Depression did much more than produce a 
spectacular spurt in union membership. They forced 
changes in the basic principles on which the labor 
movement had been operating. The principle of au- 
tonomy (that each union should be free to manage its 
own affairs) has survived the changes in public policy. 
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at least thus far. The principle of exclusive jurisdic- 
tion and the principle of relying almost entirely upon 
collective bargaining rather than upon labor legislation 
both broke down. 

The principle of exclusive jurisdiction broke down 
for two reasons. One was that government protection 
of the workers’ right to organize stimulated grass-roots 
organization of workers. The scope of many of the new 
unions did not correspond to the jurisdictional lines 
recognized by the American Federation of Labor, 
which was made up predominantly of craft unions. 
The new local unions frequently resisted being broken 
up in order to fit into the official pattern. The second 
reason for the breakdown of the principle of exclusive 
jurisdiction was that the government’s encouragement 
of organization made many union leaders eager to take 
full advantage of the opportunity to expand member- 
ship. Some men inside the American Federation of 
Labor wished to form unions along industrial lines 
when that seemed to be the preference of the workers. 
Most of the leaders of the craft unions were unwilling 
to relinquish their jurisdictional claims. The result was 
the split in the labor movement and the ultimate for- 
mation of the Congress of Industrial Organizations. 
The C.I.O. is a symbol of how completely the principle 
of exclusive jurisdiction has broken down. 

The breakdown of the principle of exclusive juris- 
diction means that there has been anarchy in the labor 
movement, with competition for members becoming 
more widespread and more unrestrained. More and 
more unions have not hesitated to employ strikes or 
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boycotts to force men to change their allegiance. The 
A. F. of L. building trades’ workers seek to control the 
allegiance of the makers of building materials by refus- 
ing to handle materials produced by C.I.O. workers. 
The teamsters’ union uses control over deliveries to 
force workers in warehouses to leave other unions and 
join the teamsters’ union. In some communities the 
teamsters have used their control over deliveries to 
force all brewery workers into the teamsters’ union. 
The C.I.O. longshoremen use their control of the 
waterfront to control the allegiance of men on vessels 
and men in warehouses. When a union is dominated 
by a powerful individual, his prestige depends partly 
upon the success of the union in increasing its member- 
ship in competition with other unions. Consequently, 
the competition between unions becomes competition 
between ambitious union leaders for power, influence, 
and prestige. As the competition for members has gone 
on and as rivalries have become keener, unions have 
shown less and less respect for the well-established juris- 
dictions of other unions belonging to the same feder- 
ation. 

The principle of relying almost solely upon collec- 
tive bargaining to improve the working conditions of 
employees Sroke down, partly because the depression 
brought great problems with which collective bargain- 
ing could not deal, and partly because the rapid ex- 
pansion of union membership brought into the trade 
union movement new leaders and new members who 
did not accept the traditional reliance upon collective 
bargaining. Collective bargaining, for example, could 
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not provide the workers with adequate protection 
against loss of income from unemployment. The 
leaders of the American Federation of Labor refused 
at the conventions of the Federation in 1930 and in 
1931 to demand unemployment insurance. Indeed, as 
late as July, 1932, the Weekly News Letter of the A. 
F. of L. contained a strong denunciation of unemploy- 
ment insurance. In the fall of 1932, however, the 
convention demanded unemployment compensation. 
When the Roosevelt Administration proposed a com- 
prehensive Social Security Act and later a Fair Labor 
Standards Act, the leaders of the trade unions aban- 
doned their traditional positions and supported this 
legislation. 

Ill 

What is the present state of the trade union move- 
ment in the United States? Six principal characteristics 
of the trade union movement stand out: 

1. Unions have tremendous power. No longer do 
they cover a small fraction of the work force. About 
seven million jobs in American industry may be held 
only by men who are union members or whom unions 
are willing to accept as members About eleven million 
employees who work in, union shops or closed shops or 
under maintenance-of-membership clauses hold their 
jobs only so long as they keep in good standing in their 
unions. No longer are most unions underdogs. The 
strongest unions, as I have pointed out, are the most 
powerful economic organizations which the country has 
ever seen. One cannot conceive of the railroads, even if 
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they were not bound by law to render continuous serv- 
ice, daring to cut off the country from railroad service. 
Steel producers would not dare combine for the pur- 
pose of depriving the country of steel, no combination 
of coal operators would dare cut off the supply of coal. 
Yet in each of these industries during the last year 
unions have not hesitated to stop production in order 
to enforce their demands — in some cases, very trivial 
demands. 

2. The leadership of the trade union movement is 
pretty largely in the hands of full-time professional of- 
ficers of national unions Many of these men are almost 
as remote from the rank and file members of the union 
as are the heads of large corporations from their em- 
ployees. Very much the same problems of keeping in 
touch with the rank and file and of communicating 
with the rank and file confront the officers of national 
unions as confront the officers of large corporations. 
Most of the important decisions of unions are made by 
national officers or their appointed representatives. 
The “town meeting” ideal of trade unionism, which 
envisages widespread participation from the rank and 
file in making decisions of policy, gets farther from 
realization every day. 

3. The rise of professional labor leaders has led a 
number of unions to be dominated by individuals or 
small groups of individuals. Their government is best 
described as “dictatorship” or oligarchy. This does not 
mean that the union heads force their will upon un- 
willing members. On the contrary, the men who oper- 
ate personal governments are careful to keep them- 
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selves popular and to pursue policies which arouse the 
approval of the rank and file. The rank and file, how- 
ever, have little to say in selecting the policies. Further- 
more, in these unions any competition for office at the 
national level is ruthlessly suppressed. 

4. There is strong rivalry between unions. This rival- 
ry goes far beyond the two groups of unions which are 
organized, respectively, into the American Federation 
of Labor and the Congress of Industrial Organizations. 
It extends to unions within each of the federations, and 
in some cases it takes the form of personal rivalries 
between men at the head of unions. These rivalries, 
rather than economic considerations, have played in 
recent years an increasingly important role in deter- 
mining union policies. The rapid growth of union 
membership has stimulated interunion competition 
because it has brought into the labor movement mil- 
lions of men who have no strong allegiance to a par- 
ticular union and who are quite ready to join another 
union if the second one seems more aggressive and 
more powerful than the first. Even the members of old 
and well-established unions are often ready to switch to 
unions which they regard as more aggressive and tough- 
er than their own union. 

5. The trade union movement is characterized by 
strong particularism and by lack of an organization 
which represents labor as a whole. Despite the fact that 
a majority of nonsupervisory and nontechnical em- 
ployees in American industry are now organized, labor 
as a whole is still unorganized. The 190-odd national 
unions represent that many different groups of work- 
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ers. Each union, quite naturally, is concerned with the 
conditions of its own members rather than with the 
conditions of labor as a whole. As Hoxie has well said, 
“The viewpoint of unionism is primarily a group view- 
point.” 3 No organization with authority or prestige 
represents labor as a whole or concerns itself with 
whether the policies of particular unions are injuring 
labor as a whole. The top policy-makers of the two 
federations are also the heads of powerful unions and 
are more interested in running their own unions as 
they see fit than in developing policies which advance 
the interests of labor as a whole or which restrain in- 
dividual unions from injuring the rest of labor. 

6. The trade union movement has not yet adjusted 
itself to the increasingly important role which the gov- 
ernment is playing in determining conditions of em- 
ployment. The regulation of many conditions of work 
by legislation gives workers a much greater stake in 
public policy than they have ever had before. It creates 
new problems for the unions, partly because the regu- 
lation of working conditions by the government limits 
the importance of unions, and partly because unions 
are designed to be bargaining organizations rather than 
political organizations and are hence not well adapted 
to operating in the political field. In order to be effec- 
tive bargaining organizations, unions need to open 
their doors to all persons in an occupation or industry 
regardless of whether these persons are Democrats, Re- 
publicans, or Socialists. Although the labor movement 
has virtually committed itself to substantial reliance 

*R. F. Hoxie, Trade Unionism tn the United States, p, 282. 
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upon legislation as well as upon collective bargaining 
to improve working conditions, it has not yet worked 
out an accepted policy for political operations. Some 
leaders wish to operate as a pressure group through 
both political parties, some wish to seize control of the 
party machinery of one or both of the major parties; 
some wish to build up an independent labor party. 

IV 

What problems emerge from the rise of the labor 
movement? Six principal groups of problems have been 
created by the rise of unions: 

1 The effect of unions upon the management of business 
enterprises. 

2. The economic consequences of the wage policies of 
unions 

3. The effect of unions upon the rights and duties of their 
members within unions — their opportunity to participate in 
the making of policy decisions within the union and their 
rights with respect to the imposition of discipline by the union. 

4 The effectiveness of collective bargaining in producing 
settlements of industrial disputes. 

5. The effect of the enormous power of unions upon the 
interests of the community as a whole. 

6 The effect of unions upon the political life of the com- 
munity 

The last of these questions I shall not undertake to 
discuss. The following chapters, however, will each 
deal with one of the other five problems. Let us notice 
briefly the nature of each of them. 

1. How does the rise of trade unions affect the man- 
agement of business concerns? It means the introduc- 
tion of a separate organization, with its own purposes. 
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policies, and leaders, into nearly every plant — an or- 
ganization which puts the personal interests of workers 
ahead of production just as the managerial organi- 
zation puts production ahead of many of the personal 
interests of the workers. Three basic questions arise: 

a. Will collective bargaining create shop rules which are 
favorable to the production of the largest national output? 

b Will the existence of organizations authorized to chal- 
lenge the decisions of management make for more efficient 
administration of business enterprises? 

c. Can two organizations with different objectives work to- 
gether in harmony? 

Employers, in dealing with unions, may be regarded 
as the bargaining representatives of consumers, unions 
bargain for employees, who are producers When em- 
ployees are unorganized, the interests of workers are 
likely to receive too little consideration to make possi- 
ble the largest net national product. Is the more ade- 
quate representation of producer interests brought 
about by trade unions favorable to the creation of the 
largest possible net product? The procedure of leaving 
the rights and duties of management and the rights and 
duties of workers to be determined by bargaining 
power seems somewhat primitive. Why should bargain- 
ing power be so balanced as to yield the distribution 
of rights and duties which makes possible the largest 
net product? Has it been possible to give management 
conditions which are favorable for production only by 
refusing to concede demands which the workers regard 
as important? Has fairly complete concession of de- 
mands which the workers regard as important substan- 
tially impeded production? 
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The agreements between management and unions 
give unions the right to challenge many decisions of 
management and to compel management to justify 
its decisions. Does this make managements more alert? 
Does it make for more carefully considered decisions 
and for better managerial practice? Or does the right 
of the union to challenge decisions of company officials 
hamstring management and limit managerial efficiency? 

The management and the union in a plant may find 
it easy or difficult to get on together. Their objectives 
and policies need to be adjusted to each other. The 
problem may be compared to one of adjusting relations 
between two countries If management and the union 
are successful in adjusting their different objectives 
and policies, there will be harmony in the plant. If 
they are unsuccessful, there will be discord Obviously 
the efficiency of production will depend upon whether 
there is harmony or discord. 

2 What are the economic consequences of the wage 
policies of trade unions? Many wage earners have un- 
questioned faith in the possibilities of raising the in- 
come of labor by bargaining for higher wages. In par- 
ticular, they have great faith in the possibility of rais- 
ing the income of labor at the expense of profits. Is this 
faith of wage earners in bargaining power justified? 
Can the price of labor relative to commodity prices 
be raised by bargaining power? If so, will payrolls be 
increased or diminished? Will labor’s share in the 
national income be raised or lowered? 

Collective bargaining is bound to affect both the 
structure of wages and the behavior of wages. One may 
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expect the structure of wages under collective bargain- 
ing to reflect, not the skill and responsibility required 
of workers in different occupations and industries or 
the relative supply of labor and the demand for it, but, 
on the one hand, the differing bargaining power of the 
50,000 local unions or of the 190-odd national unions 
and, on the other hand, the bargaining power of the 
employer or the employers’ association. The wage struc- 
ture resulting from collective bargaining will bring 
about a different distribution of labor between occu- 
pations, industries, and places from that produced by 
free markets Hence, industry under collective bargain- 
ing will not produce goods in the same proportions as 
under free markets. 

May the upward pressure of unions on wages be ex- 
pected to raise the rate of technological change? Is col- 
lective bargaining likely to push up the price of labor 
faster than engineers and managers are able to raise 
output per man-hour? If it does, can increases in prices 
be counted upon to offset the difference or must col- 
lective bargaining be expected to produce chronic and 
substantial unemployment? If collective bargaining 
produces chronic unemployment, is there anything 

which can be done about it? 

% 

3. How do trade unions conduct their own affairs? 
Are their procedures democratic? Are the rights and 
freedoms of their members safeguarded and respected? 
These are questions of great importance because trade 
unions are governments which impose many rules and 
duties on men and which act for men on important 
matters. About eleven million workers in American in- 
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dustry who work in union shops, in closed shops, or 
under maintenance-of-membership clauses hold their 
jobs only so long as they are in good standing in their 
unions. If trade unions are not democratic, an impor- 
tant area of decision-making is not encompassed by 
democratic processes. 

Whether or not trade unions in practice are demo- 
cratic is one thing. Even more important is the ques- 
tion whether trade unions should be expected to be 
democratic. Do they act under the conditions and in 
the kinds of situations that are favorable to democracy? 
Trade unions ordinarily lack certain institutions which 
are regarded as important to the success of democracy 
in the body politic. For example, trade unions do not 
ordinarily have a free press of an independent judici- 
ary. The administration controls the union’s journal, 
and it usually appoints trial boards which administer 
union discipline — or controls their appointment. Po- 
litical parties, an essential part of the apparatus of 
democracy in the body politic, do not work well in 
unions, and usually do not exist. A trade union may 
be compared to a national government which is en- 
gaged in the main in conducting foreign relations. 
Unions, in order to be cohesive and to deal effectively 
with employers, must build up unity among their 
members and must convince employers that the union 
members are solidly behind the union policies and the 
union leaders. In other words, while the community 
can afford processes in the body politic which empha- 
size differences, at least in domestic matters, unions 
must emphasize agreement. Criticizing the adminis- 
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tration or finding fault with policies may easily become 
serious offenses in unions, causing a man’s loyalty to 
be brought into question and possibly causing him to 
be tried for “creating dissension” or “conduct unbe- 
coming to a union member,” 

The strong and aggressive men who win their way 
to the top in unions are not likely to sit back and let 
the rank and file argue over what program the union 
should adopt. The strong leader takes the initiative by 
proposing a program and inviting the rank and file to 
support it. It is not the only program which the leader 
might have proposed, and it may not be as popular as 
would have been some other program which the leader 
did not happen to think of. Nevertheless, it is usually 
popular, and the union members ordinarily understand 
the importance of getting strongly behind the official 
program rather than debating possible alternatives. 

It is plain that the standards which one is accustomed 
to apply in appraising the political life of the communi- 
ty at large do not necessarily apply to trade unions. 
After one has discovered what the realities of union 
political life are and what conditions produce these 
realities, one must construct the standards which one 
intends to apply, and then one must decide how reali- 
zation of these standards may be promoted. 

4. What can be done to make collective bargaining 
produce agreements in a higher proportion of cases, to 
make the process of bargaining take into account more 
completely the problems and needs of union members 
and of employers, and to make the settlements more 
adequately reflect these needs? Experience indicates 
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that in prewar years four out of five agreements, and 
possibly a much higher proportion, were renewed with- 
out strike or lockout. Nevertheless, in only six out of 
the last thirty years have there been less than 1,000 
industrial disputes, and in only thirteen have there 
been less than 2,000. 

The actual practice of collective bargaining falls far 
short of the theoretical ideal. In theory men enter bar- 
gaining conferences with open minds, ready to per- 
suade and be persuaded. In the course of negotiations, 
each side in theory is expected to learn more about the 
problems of the other and to gain new ideas concerning 
what would be a fair bargain. In practice, each side 
often begins negotiations with a firm resolution to 
stand by its position and not to be influenced by any 
facts or arguments which the other side may advance. 
Often the two sides make public their positions so that 
compromise is difficult. Being tough, unreasonable, and 
inflexible is sometimes adopted as a definite technique 
of negotiation — as a way of forcing the other side to 
make concessions. Too often it works. 

Collective bargaining cannot be a satisfactory pro- 
cedure for adjusting wages if the results of bargaining 
depend primarily upon the bargaining power of the 
two sides. Collective bargaining must be an appeal to 
facts and to reason, not an appeal to mere strength. 
This means that criteria must be developed which ex- 
press the community’s interest in the structure of wages 
and in the movement of wages. It also means that ways 
and means must be developed by which bargaining 
shall be based upon these criteria. What can be done 
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by unions, employers, and the community to improve 
the practice of collective bargaining? What can be done 
to make collective bargaining an appeal to reason rath- 
er than an appeal to force? 

A frequent suggestion is that the Conciliation Service 
be developed into a more effective aid for collective 
bargaining. No one will dispute this suggestion. Never- 
theless, the role of conciliation and its limitations 
should be plainly understood. Too much conciliation, 
a too-ready disposition on the part of the Conciliation 
Service to intervene, may impede the development of 
responsible collective bargaining. The expectation that 
the conciliators will intervene may lead each side to 
stick to extreme positions, counting upon the concili- 
ators to save their faces by begging them to make con- 
cessions in the public interest. Hence, the proper role 
of the Conciliation Service needs to be carefully ex- 
plored. 

5. What does the community propose to do to control 
the enormous power of unions and to realize the great 
constructive potentialities of unions? The policy of en- 
couraging the growth of unions has succeeded beyond 
the fondest hopes of its supporters. Unions are larger, 
more powerful, and more aggressive than anyone ever 
dreamed they would be. When the public undertook to 
encourage unions, it thought that it was helping down- 
trodden and oppressed men to help themselves. It did 
not foresee the great power that it was placing in the 
hands of a few men. 

Now that this great power has been created, the com- 
munity must decide what to do about it. The great 
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power of unions has manifested itself in several ways — 
in the imposition of conditions on employers which re- 
duce the productivity of industry and thus reduce the 
standard of living of the community, in the refusal of a 
few unions to engage in bargaining on important issues, 
in the use of strikes to compel or attempt to compel 
violations of law, in the use of strikes or threats of strike 
to force changes in public policy and to coerce the gov- 
ernment, and, finally, in the calling of strikes which 
deprive the public of essential services. 

These questions, it will be observed, raise the basic 
and highly controversial issue of restricting the right to 
strike. Many labor leaders and others believe that re- 
strictions on the right to strike are incompatible with 
free labor and even with democratic institutions. 
Would these upholders of the right to strike contend 
that workers should have the right to strike to compel 
employers to violate the law — the Wagner Act, for 
example? Would they contend that prohibiting wage 
earners from striking to compel changes in public poli- 
cy undermines democratic institutions? Should men 
have the right to strike or to engage in boycotts to make 
warfare against other unions — to compel workers to 
change their union affiliation? Should the United Auto- 
mobile Workers, for example, be permitted to decide 
that they will handle only automobile parts made by 
other C.I.O. workmen? Are there any occupations or 
industries in which the duties of the workers or the 
need of the public for continuous service make it in- 
appropriate to give the workers the right to strike? 
Should the right to strike be given nurses, attendants. 
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or -guards in hospitals, in institutions for the insane or 
handicapped, and in prisons, to employees in the elec- 
tric light and power industry? It is plain that conven- 
tional thinking about the right to strike is obsolete. 
The community must face squarely the question as to 
whether strikes for certain purposes should be made il- 
legal and whether strikes in certain essential occu- 
pations or industries should be made illegal. 

Finally, and most important of all, is the question of 
how trade unions affect the scales of value of the com- 
munity and the relative importance attached by people 
to their special interests and to their common interests. 
Two possibilities exist. The rise of labor organizations 
may tend to make people narrow and parochial and to 
weaken their interest in community-wide problems. Or 
trade unions may turn out to be extremely useful 
agencies of communication through which bricklayers, 
plumbers, automobile workers, and others become 
more completely aware of their stake in the prosperity 
of the community as a whole and in the effects of poli- 
cies of particular unions upon the general welfare. 
What conditions will determine which kind of organi- 
zation unions turn out to be? What can be done to 
make unions more effective instruments for advancing 
the general welfare? 


V 

So rapid has been the rise of organized labor and so 
recent its acquisition of great power that the communi- 
ty is unaware both of the many difficult problems which 
trade unions have created and of the tremendous con- 
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tribution which trade unions are capable of making 
toward building a greater civilization. Indeed, the com- 
munity has not had time to become well aware of the 
new facts of life and to see what new problems and new 
opportunities have emerged. Much less has it had time 
to adjust its duties and emotions to the new facts. The 
public is bewildered and surprised. Time will obvious- 
ly be required for the public to learn the new facts and 
to reach decisions about policies. The public may have 
to continue to learn the hard way by experiencing cost- 
ly interruptions to service while unions strike to com- 
pel violations of law, to coerce the government, to 
deprive other workers of the right to join unions of 
their own choice, or to interrupt essential services. The 
purpose of this volume is to reduce the necessity of 
learning by experience — to make possible in some 
small measure the substitution of forethought for ex- 
perience — and to give to trade union members and to 
the man-in-the-street a clearer vision of the constructive 
possibilities of trade unions. 
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Chapter II 


The Effect of Trade Unions on the 
Management of Business Enterprises 

I 

The establishment of a trade union in a plant 
produces a revolution in the problems of management. 
It means that operations are conducted within the 
framework of rules which management can change only 
by negotiation with the union. It means that the de- 
cisions of management may be challenged by represen- 
tatives of the employees. It means that the employees 
who had to obey or be fired have become a society of 
free men with the equivalent of civil rights and with 
opportunity to challenge decisions of management. 
Furthermore, it means the introduction of an or- 
ganization which has its own objectives, policies, and 
leaders. Th£ objectives and policies of the union differ 
from those of management and may conflict with man- 
agement’s objectives and policies. 

The existence of two organizations (the management 
organization and the union) and of two sets of leaders 
(officers of management and officers of the union) has 
tremendous possibilities for either harmony or discord. 
As I pointed out in the first chapter, there are three 
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basic questions which should be considered: 

1. Will the shop rules produced by collective bargaining in- 
crease or reduce the net national product? 

2. Will the presence of the union make for better adminis- 
trative practices? 

3. Can the management and the union, despite their dif- 
ferent objectives, live in harmony? Or will organized rivalry 
between them impede the efficiency of operations? 

II 

The introduction of collective bargaining into plants 
raises in an acute form the question of how far enter- 
prises should be run in the interests of consumers and 
how far in the interests of employees and of the union 
as an organization. The consumers’ interest is in meth- 
ods of production which make possible low money 
costs; the employees’ interest is in security, in a com- 
fortable pace of work, and in the avoidance of too much 
competition among workers. In addition, the union as 
an organization may be interested in encouraging cer- 
tain methods of operation which promote cohesiveness 
among the workers and strengthen the solidarity of the 
union and in keeping out methods of operation which 
have the opposite effects. 

In this bargaining, management, of course, represents 
the interests of consumers. This fact is frequently over- 
looked, but it is of great importance. The lower the 
costs of production, the lower competition forces prices 
or the higher it forces quality. Hence, in bargaining for 
lower costs managements are representing consumers. 
This is true even though competition be “monopo- 
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listic .” 1 The fact that competition is monopolistic does 
not mean that it is not keen. It simply means that suf- 
ficient real or imaginary differences exist between the 
products or services rendered by rival sellers so that 
competition relates to quality and service as well as to 
price When most of an industry is in the hands of a few 
large sellers who take account of the effect of price cuts 
upon the prices of their competitors (oligopoly), there 
may be some delay in the passing on of savings of costs 
to consumers. There are limits, however, to this delay. 
One reason is that the sales of many products can be 
greatly expanded by reductions in price. Hence, even 
when the price cut by one large seller is promptly met 
by other large sellers, all sellers may gain an advan- 
tageous increase in sales. Another reason is that only 
rarely is an industry entirely in the hands of a few large 
firms. There are usually small enterprises which find it 
advantageous to convert reductions in cost promptly 
into reductions in price and to expand at the expense 
of their larger rivals . 2 * * * * * 8 


l The term “monopolistic” competition, though a good one for econo- 
mists, carries misleading connotations for the layman, and has even intro- 
duced some confusion into the thinking of economists The impression has 
gamed currency that “monopolistic” competition is somehow less competi- 

tive than “pure"* competition As a matter of fact, monopolistic competition 

is a higher form of competition than the so-called “pure” competition It 
means that competition relates both to quality and to price. Obviously it is 
an advantage to have competition with respect to quality as well as to price 

Confusion has arisen because oligopoly is frequently associated with mo- 

nopolistic competition Oligopoly may retard the transmission of techno- 

logical progress to consumers It is oligopoly, not monopolistic competition, 

which is undesirable 

8 The concerns which are commonly regarded as the price “leaders” in 
various industries are often price “followers” rather than leaders The real 
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Achieving the largest net national product requires 
that a balance be struck between the interests of con- 
sumers and the interests of workers. Management must 
not be permitted to go too far in imposing high human 
costs on workers in order to get more output of com- 
modities, and workers must not be permitted to go too 
far in impeding the output of commodities in order to 
get low human costs. Achieving the largest net national 
product, however, requires more than a proper balanc- 
ing of the interests of consumers and the interests of 
workers under any particular set of economic insti- 
tutions It also requires that of the several sets of eco- 
nomic institutions under which goods might be made, 
such as free markets or collective bargaining, the insti- 
tutions be selected which yield the largest product in 
relation to human costs. 

Unfortunately, there is no way by which the relative 
productivity of labor and capital under individual bar- 
gaining and under collective bargaining can be com- 
pared It is plain, however, that arrangements which 
exist under individual bargaining may fall short of 
yielding the largest possible net product. For example, 
competition between workers may push the speed of 
work so high that men are worn out at such an early 

leadership comes from small enterprises 

Indirect evidence of the transmission of savings m costs to consumers is 
furnished by the long-time downward drift in the ratio of corporate profits 
to the national income despite the fact that a steadily growing fraction of 
the national output is produced by corporations During the five years, 
1909-1913, corporate profits were 7.4 per cent of the national income, m 
the three years, 1937, 1939, and 1940, corporate profits were 6.4 per cent of 
the national income Even m the war years, 1943 to 1945, corporate profits 
were only 6 1 per cent of the national income. 
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age that their lifetime output is less than it would be 
at a slower pace. Or the absence of jointly determined 
rules may prevent the introduction of arrangements, 
such as seniority rules and the right of workers to have 
discharges reviewed, which substantially reduce the 
human costs of production without materially reduc- 
ing the output of commodities. 

No assurance exists, of course, that collective bargain- 
ing will produce better compromises than individual 
bargaining between the interests of consumers and the 
interests of workers. Collective bargaining, for exam- 
ple, may introduce arrangements which substantially 
limit output without greatly reducing the human costs 
of production. It seems clear, however, that in most 
shops collective bargaining has brought about a better 
compromise between the interests of consumers and 
the interests of workers It is not possible to prove this 
conclusion by measurements, but it is possible to give 
many examples of changes in rules and policies which 
greatly improve conditions for workers without sub- 
stantially raising the money costs of production or 
without raising them at all. In a few cases, changes 
brought about by unions have reduced money costs 
of production. The following are illustrations of 
changes in rules and policies which do not seriously 
raise money costs but which substantially improve con- 
ditions of work for employees: 

1. The requirement that all discharges must be for a good 
cause and subject to review This probably is the most impor- 
tant single accomplishment of trade unions. 

2. The requirement that drops in the demand for labor shall 
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be met either by equal division of work or layoffs in accordance 
with seniority Although nonunion shops have gradually 
shown a tendency to pay more attention to length of service 
in making layoffs, there has been no certainty that individual 
cases would be decided on this basis. Hence, no one was just 
sure where he stood. The introduction of certainty has been a 
great step forward. 

3. The requirement that employees displaced by techno- 
logical change shall be given the first opportunity to learn jobs 
under the new technique and shall be trained at company ex- 
pense while learning. 

4. The protection of older workers against discrimination by 
requiring that they be given preference on certain types of 
work or that a certain proportion of men above a given age 
be hired for each job 

5. The reform of pension plans so that a man who resigns 
from an employer’s service does not lose the pension rights 
which he accumulated. 

6. Rationalization of wage structures within plants bringing 
rates more nearly in line with the skill and responsibilities 
of different jobs. Much rationalization of wage structure has 
occurred without demands from unions, and m some union 
plants little or nothing has been done because the union officers 
feared that wage changes which gave more to some members 
than to others would arouse dissatisfaction among the rank 
and file. The wage structures which developed during the days 
when management's power was unchallenged are full of in- 
consistencies and anomalies. The wage structure Tn most plants 
has grown in a hit-or-miss fashion and is grievously in need of 
reform Pressure from the unions has produced many reforms. 

Not only have many rules introduced into shops by 
collective bargaining increased the net national prod- 
uct, but bargaining has produced indirect results which 
have been good for the community. For example, pro- 
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tection of workers against arbitrary discharge and their 
right to challenge the decision of management gives 
employees a better chance to be independent and self- 
respecting and to live the lives of normal human beings 
while in the shop. Hence, under trade unions a differ- 
ent type of man grows up in industry. Furthermore, the 
protection given to workers against arbitrary discharge 
and the requirement that decreases in the demand for 
labor be met either by equal division of work or by lay- 
offs in accordance with seniority have converted mil- 
lions of jobs which previously had been held on a day- 
to-day basis into lasting connections which cannot arbi- 
trarily be broken off by the employer. Seniority rules, it 
is true, are of only limited help to men at the bottom 
of the seniority list. Men in the upper half of the list 
and very often the men in the higher two-thirds are 
reasonably certain of steady work. Even the men at the 
bottom of the list have the advantage of knowing defi- 
nitely where they stand Furthermore, the seniority 
rules in many agreements give men who are laid off 
the right to be rehired. This conversion of millions of 
jobs into more or less reliable sources of income is an 
economic fact of great importance because it gives mil- 
lions of workers for the first time in their lives a reason- 
able opportunity to make long-range plans. It ought to 
contribute significantly to the stability of the economy. 

Ill 

Although the rise of collective bargaining has quite 
generally improved the balance between the interests 
of consumers and the interests of employees, unions 
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have imposed some conditions in industry which give 
relatively little benefit to employees but which impose 
considerable impediments upon efficiency and, there- 
fore, upon production. Examples of such rules are: 

1. The requirement that men be hired through the 
union office or through a union hiring hall. It is part 
of the management’s skill to determine who is best 
fitted for a given job. Consequently, the rule that man- 
agement take men in the order sent by a union prevents 
management from exercising an important part of its 
skill. This is true even though the management has the 
right to reject men sent by the union. This privilege 
simply enables management to reject the worst men, 
not to pick the best ones. In order to prevent the union 
business agent from showing favoritism, unions which 
require hiring through union hiring halls usually pro- 
vide that men shall be sent to jobs according to the 
length of time they have been out of work, subject to 
the qualification that they are fitted by training or ex- 
perience for the job. This may be a good way of equal- 
izing the burden of unemployment, but it is not a good 
way of getting the men assigned to the jobs for which 
they are best qualified. Furthermore, it is difficult to 
prevent favoritism. Hence, union hiring halls easily 
become devices for keeping the “ins” in office. For ex- 
ample, if a job is likely to be a short one, union mem- 
bers may be reluctant to be sent to it because they will 
lose their position on the hiring list. Favoritism may be 
shown by holding that the man is not qualified for the 
job and need not be sent to it, thereby forcing someone 
else to take the short-term job. 
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2 . The requirement that promotions be made in ac- 
cordance with strict seniority. This rule is far more 
common than the compulsory use of union hiring halls. 
Although layoffs may well be based upon strict senior- 
ity, promotions need to be based upon merit. Other- 
wise merit is of no use in helping a man get ahead, and 
an important incentive for efficiency is destroyed. The 
great majority of workers in a plant may well be op- 
posed to promotion on the basis of merit, because 
this principle helps the superior few at the expense 
of the mediocre many 3 Rules requiring that promotion 
be on the basis of straight seniority do much to rob 
many thousands of jobs of their future. Each member 
of the community in his capacity of consumer has a 
strong interest that promotions be by merit. Further- 
more, every consumer has an interest that industry be 
kept dynamic and creative by keeping the door of op- 
portunity open to superior ability wherever it may be 
found. 

The determination of merit is a responsibility of 
management. Merit will obviously differ in various 
situations. An important aspect of merit is a man’s 
adaptability to the people with whom he must work. 

Will he be a good member of a team? Will he add the 


8 A recent study of the re-employment of veterans by Robert C Good- 
win, director of the U S Employment Service, and Perry Faulkner, chief of 
Veterans’ Employment Service, says “One of the most pronounced charac- 
teristics of the average veteran seeking employment is his natural desire 
to get a job where he has a chance to advance These men are anxious to 
obtain jobs with a future” (Boston Herald , December 29, 1946, p 12) The 
lequirement that promotion be by straight seniority prevents many po- 
sitions from holding out much oppoitumty for advancement to superior 
workers. 
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proper qualities to the team? Will he improve the bal- 
ance of the team? Managers are in the best position to 
answer these questions. Indeed, that is what they are 
hired for. The requirement that promotions be based 
on seniority deprives managers of the opportunity to 
exercise some of their most important skills. 

Incidentally, disputes over whether A or B is the 
better man for a job do not present the kind of question 
which should be referred to arbitration. That would 
merely be asking a neutral, who is not necessarily skilled 
as a manager and who cannot begin to master the facts 
in the case, to substitute his judgment for that of man- 
agement — in other words, to replace the judgment of 
a professional with the judgment of an amateur. An 
appropriate question for arbitration, however, would 
be the charge that management did not exercise its dis- 
cretion in good faith, that it was actuated by ulterior 
motives. 

3. Make-work rules. These are an expensive arrange- 
ment because they impose a lasting burden in order to 
give temporary relief. This fact is usually overlooked. 
Make-work rules are ordinarily imposed in order to 
take up slack in employment. Rarely are more than a 
few months required for the labor force in an industry 
to adjust itself to a drop in demand. All that the workers 
can hope to get out of the make-work rule is some relief 
during the period which otherwise would be required 
for the labor supply to adjust itself to the demand. For 
this small gain they impose a lasting burden on the 
community. It is poetic justice, perhaps, that a large 
part of the burden falls upon the workers who impose 
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it. The capacity of unions to impose higher costs upon 
employers, of course, is limited. Hence if a union elects 
to impose higher costs in the form of make-work rules, 
it is less able to impose higher costs m the form of 
higher wages. 

4. The requirement that the consent of the union be 
given before certain rates are put into effect, jobs re- 
classified, standards changed, or working conditions 
changed, or that certain arrangements, such as job 
evaluation plans, be jointly worked out between the 
union and the employer. Some unions believe that such 
an arrangement would be highly advantageous to the 
workers. 

If the employer is hostile to the union and the union 
is not protected by the union shop, the closed shop, or 
a maintenance-of-membership clause, the union may 
need to require that rates, standards, and other work- 
ing conditions be jointly determined to prevent the 
employer from discriminating against union .members. 
Joint determination of rates, standards, and working 
conditions may enable the unicm to pursue a policy of 
obstruction by refusing to consent to new rates and 
new conditions. In this way the union may be able to 
force the employer to make a variety of concessions. 
Such a tactic on the part of the union, however, is 
pretty certain to create bad relations with the em- 
ployer. Furthermore, a policy of obstruction stirs up 
a demand from this, that, and the other small group 
of members that the union use its power to get special 
privileges for the group. Such privileges add to the 
employer’s costs in ways which are of no general benefit 


[ 39 ] 



CHALLENGE OF INDUSTRIAL RELATIONS 

to the union members and which, in fact, limit the 
ability of the union to obtain general concessions. 

Under normal conditions the requirement that the 
management bargain with the union before making 
changes in rates, job classifications, standards, and other 
working conditions has disadvantages both for the 
union and for the management. Among the principal 
disadvantages are: 

1. Such a requirement prevents management from promptly 
putting changes into effect. In many industries, particularly 
seasonal ones, this deprives employers of business and the 
workers of earnings Management should have the right and 
the opportunity to act promptly and m some cases on the basis 
of a hunch and should not as a regular routine be required to 
explain its ideas and persuade the union representatives that 
its ideas are correct. 

2. The requirement compels the union to maintain a large 
and expensive staff of experts — time-study men and standards 
men Since the number of cases in which there is serious dis- 
agreement over rates or standards is a small fraction of the 
total, this expense is almost completely a waste of money, 
especially since the union has a chance to get rates or standards 
changed through the regular grievance procedure. 

3. The requirement compels the union to take a position on 
changes before they have been tried out and before the union 
is in a good position to know whether it fav<#s or opposes a 
given change 

4. The requirement creates the danger that the union's 
technicians will approve changes which the rank and file may 
later regard as objectionable. Thus a rift, leading to lack of 
confidence, may grow up between the rank and file and the 
union representatives An extreme case of this sort occurred in 
the Naumkeag Steam Spinning Company, where the rank and 
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file eventually formed a new union of their own . 4 It is better 
for the solidarity of the union that the management take full 
responsibility for changes, leaving the union free to criticize 
and challenge them in case it sees fit. 

Unions should, of course, have the right to challenge 
such changes after they have been made, through the 
regular grievance machinery. It may be wise for man- 
agement to submit new rates, changes in job classifi- 
cation, or other changes in conditions to the union for 
advice and criticism before making them. Valuable 
suggestions which prevent later grievances may in this 
way be obtained. 

Sometimes an attempt is made to stretch the terms of 
an agreement into requiring that no changes may be 
made in working conditions without bargaining with 
the union. A more or less standard recognition clause 
in the agreement between the Postal Telegraph Com- 
pany and the American Communications Association 
was held by one arbitrator to require that the company 
bargain with the union over every change in working 
conditions. This interpretation would virtually have 
given the union an opportunity to conduct a strike 
without calling any worker off the job. The union 
could have blocked any change in working conditions 
to which it objected by the simple expedient of chal- 
lenging every change until the company withdrew the 
objectionable one. The arbitrator’s decision was re- 
versed in another case by a second arbitrator. 

*The Naumkeag case is discussed m my book, Union Policies and In- 
dustrial Management t pp. 532-559. 
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IV 

Collective bargaining has had important effects upon 
administrative practices in many plants. Usually these 
effects have been favorable to production, but in some 
cases they have not. 

One of the most important ways in which collec- 
tive bargaining has improved administration has been 
through the establishment of grievance machinery 
through which workers are able to challenge the de- 
cisions of management. Under most agreements the 
right of workers to challenge the decisions of manage- 
ment is very broad, not being limited to cases in which 
the worker charges that management has violated the 
agreement, but including any case in which the worker 
charges management with doing something unfair or 
unreasonable. For example, a study of 200 agreements 
shows that only violations of the agreement are defined 
as grievances in forty-five cases; only violations of the 
agreement or disciplinary action or discharge in nine 
cases; and in 139 cases a grievance may be any action 
(or failure to act) which the worker charges is unfair 
or unjust. In seven cases no definition of a grievance is 
given. 

The right of workers to challenge decisions of man- 
agement has led supervisors to make decisions more 
carefully and to have the facts in hand before reaching 
a conclusion. The setting of piece rates and standards 
of production is an illustration. With the union able 
to challenge any rate or standard, management must be 
prepared to show who was timed, under what con- 
ditions, and for how long. The right of workers to chal- 
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lenge decisions of management has led many concerns 
to develop policies to replace snap judgments and off- 
the-cuff decisions on many points Some companies 
have issued labor-relations manuals for their super- 
visors. In part, these manuals are intended to help 
supervisors comply with the terms of agreement be- 
tween the company and the unions or to comply with 
laws such as the Wage-Hour Law. In large part, how- 
ever, they are designed to guide supervisors in handling 
problems about which management is entitled to exer- 
cise its discretion. 

A second way in which collective bargaining has im- 
proved administration has been by forcing manage- 
ments to develop better arrangements for consultation 
between different levels of supervision. For example, in 
order to avoid confusion from foremen in different 
departments handling the same problem in different 
ways, managements have had to develop the practice 
of having foremen consult with their superiors or with 
the industrial relations department before making cer- 
tain types of decision. 

A third way in which collective bargaining has im- 
proved administration is by bringing about better com- 
munication between workers and management. More 
information for management about the point of view 
and problems of workers is a by-product of the griev- 
ances which workers raise. Grievances, however, are 
not the only way in which unions bring information 
to management. The shop stewards and union commit- 
tees are sources of information because stewards and 
committeemen are often willing to speak out as the 
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individual worker will not — especially when there is 
no union in the plant. In some plants collective bar- 
gaining has led to the institution of labor-management 
committees which discuss shop conditions in general. 

In a few concerns collective bargaining has also 
meant better communication downward as well as 
upward Some managements, for example, have sought 
through union representatives to keep the rank and 
file informed about the business, its plans, its prospects, 
and its problems. The Baltimore and Ohio Railroad 
and the Canadian National Railway are examples. A 
manufacturer in the Middle West insists upon the shop 
stewards meeting with management once a month. He 
says: "I don’t want a lot of people around here trying 
to represent my employees who do not know the facts 
about my business.” These cases, however, are excep- 
tional. Most managements are reluctant to communi- 
cate facts about the business to the employees, and they 
are especially reluctant to do it through officers and 
committeemen of the union. Past practice of employers 
is not a safe guide to future practice, and one may ex- 
pect a great spread in the use of unions to inform em- 
ployees about the problems of business concerns. 

In a few cases trade unions have been a handicap to 
orderly and efficient administration. Occasionally un- 
ions undertake to enforce their own decisions on mat- 
ters which, under the terms of their agreement with 
the employer, are within the scope of management’s 
discretion. For example, the union may set formal lim- 
its on the output of certain jobs and discipline mem- 
bers who produce more than this amount. Or union 
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shop stewards or other representatives may suggest 
limits, or encourage the men to set their own limits 5 
The union may seek to enforce straight seniority in 
promotion by requiring all of its members except one 
(the senior employee) to refuse to bid for a given va- 
cancy Sometimes unions organize refusals of members 
to work overtime or to work on Saturdays or Sundays 
or on a given holiday, even though the agreement pro- 
vides for penalty rates of pay for overtime and holiday 
work Sometimes shop stewards undertake to veto the 
orders of foremen and instruct members to refuse to 
carry out orders which, in the opinion of the shop stew- 
ard, violate the agreement between the union and the 
employer. Sometimes unions seek by organized slow- 


6 When payment is by the hour or by the day, workers quite frequently 
agree among themselves on what they will regard as a fair day’s work The 
management, of course, may have different ideas concerning how much the 
men should produce Time-work contracts are defective because they aie 
incomplete They specify how much the men shall receive per hour, but 
they do not specify how much men shall produce m an hour. Quite fie- 
quently the amount of w r ork is not specified because it is not practicable to 
specify it; the worker may be required to perform operations tthich are not 
easily measured. It still remains true, however, that the terms of the con- 
tract are incomplete Naturally, the worker has as much right to enforce 
his ideas as to what is a fair day’s work as has the manager. 

Does the fact that each worker may seek to enforce his own ideas as to 
what is a fair days work mean that the union is justified m setting limits 
on the day’s work? At the time the agreement between the union and the 
employer is negotiated, the union is, of course, justified m bargaining over 
how much work the men shall do This is as legitimate as bargaining over 
how much the employer shall pay If the agreement does not cover the 
point, however, the union is not justified in enforcing limits by unilateial 
action. Matters not covered by the agieement are left to be worked out 
between individual workers and management — subject, of course, to the 
right of the worker under most agreements to make grievances of practices 
or decisions of management which he regards as unfair. 
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downs to deprive management of the discretion re- 
served to it under the agreement. 

Another way in which unions sometimes hamper ef- 
ficient administration is by requiring that the foremen 
belong to the same union as do the men whom they 
boss. In principle one has difficulty in finding fault with 
this practice of unions. Why should not employees and 
stockholders bargain over who should pick the man- 
agement of the plant? Employees might refuse to work 
for bosses whom they do not select and whom they do 
not control. Property owners, on the other hand, might 
refuse to let their property be used except under the 
direction of managers whom they, the stockholders, 
select and control. The dispute might be settled by giv- 
ing the stockholders the right to choose top manage- 
ment and by giving the workers the right to choose 
their own immediate bosses. Or the dispute might be 
settled by giving the stockholders, or their represen- 
tatives, the right to choose all supervisors, but by re- 
quiring that certain classes of supervisors, such as fore- 
men, belong to unions of the rank and file. Certainly 
employees are quite justified in being concerned about 
whom they work under just as the stockholders are 
quite properly concerned about who shall manage their 
property. As a practical matter, however Arrangements 
which require foremen to belong to unions of the rank 
and file interfere with efficient management and, there- 
fore, with production, without conferring substantial 
benefits upon the rank and file. Hence, such arrange- 
ments usually appear to prevent the production of the 
maximum net output. 
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V 

Unions and managements may get on harmoniously 
or they may be on more or less bad terms The objec- 
tives of the union and of management are different. 
The two organizations have separate sets of leaders. 
The fact that men are organized may make for more 
effective co-operation between them and management. 
The union may be an invaluable instrument, as I have 
pointed out, for two-way communication, keeping the 
management better informed about the needs and aspi- 
rations of the men, and keeping the men better in- 
formed about the problems of management. Or the 
union may introduce organized rivalry or conflict be- 
tween the officers of management and the officers of the 
union. The union officers may decide that the best way 
to keep the union strong, to discourage factionalism 
among its members, and to enhance the acceptance 
of the officers as leaders is to foster fear and suspicion 
of management. Misunderstandings, disagreements, 
threats, fights, all may help union leaders play the role 
of champions to their members and may help keep the 
members interested in the union. 

It would be interesting to grade relations between 
unions and employers in several thousand plants on 
the scale of “excellent,” “good,” “fair,” or “bad.” This 
has never been done, and no one knows what the results 
would be. Even the construction of definitions and 
yardsticks to guide the graders in applying such clas- 
sifications would not be easily accomplished. I suspect 
that the proportion of plants in which the grade would 
be low is much greater today than it will be a few years 
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hence. Time is required for unions and employers to 
learn how to get along together. The fact that there has 
been a fivefold increase in union membership in the 
last fifteen years means that there are thousands of 
plants in which unions and managements have not 
done business for very long. 

The fact that relations between the union and the 
management in a plant may be only fair or positively 
bad does not mean that relations between individual 
employees and their supervisors are bad. The personal 
relations of individual employees and supervisors are, 
to a considerable extent, independent of the relations 
of the union and management. Bad relations between 
the union and management certainly do not help in- 
crease the output of the plant. Nevertheless, bad re- 
lations between unions and management seem fre- 
quently to have surprisingly little effect upon produc- 
tion. This is a matter which needs further exploration. 
There seem to be many plants which are highly efficient 
despite the fact that relations between the union and 
management are bad. 


VI 

The foregoing analysis makes plain that the potential 
effects of collective bargaining upon the management 
of business concerns for both good and bad are very 
great. Collective bargaining may be an arrangement 
through which management and workers co-operate 
more effectively than ever before to raise production, 
through which communication between management 
and employees is greatly improved, through which 
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management keeps itself far better informed than ever 
before about the problems of its employees, and 
through which the employees learn more than they 
have ever known about the problems of the business. 
Or collective bargaining may be an arrangement 
through which unions impose wasteful make-work 
rules on the company and obstruct the introduction 
of improved equipment and processes; through which 
the management and the union conduct hostilities, 
calling each other names, engaging in recriminations, 
perpetuating misunderstandings, and keeping each side 
afraid of the other. 

To a considerable extent the way in which collective 
bargaining works is not subject to immediate control 
because it is determined by certain fundamental con- 
ditions', such as whether the industry is an expanding 
one or a contracting one, whether labor costs are a large 
part or a small part of total costs, whether the employees 
are represented by a single industrial union or a num- 
ber of craft unions, and, in the latter event, whether 
the craft unions are in agreement or disagreement con- 
cerning their jurisdiction, and whether the union rep- 
resenting the employees is a rival of other unions for 
the right to represent the employees either in the given 
plant or in other plants. Accidents of personality also 
profoundly affect industrial relations. Widely different 
characteristics help men win their way to the top of 
business enterprises and trade unions. Some men rise 
in part because they are receptive to ideas and advice, 
because they make friends easily and win the liking and 
help of other persons. Other men rise because they are 
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tough and determined to have their way, because they 
have clearly defined purposes and will not be balked 
by obstacles. Men of the former type are much more 
likely to have good labor relations, either as represen- 
tatives of management or as representatives of unions, 
than men of the latter type. Any important unsolved 
problem is likely to be an obstacle to good labor re- 
lations. For example, the settlement of a serious juris- 
dictional dispute between two unions or the clearing 
up of a political situation within a union or within 
management, or the improvement of the competitive 
position of the company may result in a general and 
substantial improvement in relations between the un- 
ion and management. 

Despite the many conditions which affect the oper- 
ation of collective bargaining and which are not easily 
susceptible of control, much can be done to make col- 
lective bargaining work more satisfactorily as a method 
of adjusting the interests of consumers in the produc- 
tion of goods and as an instrument for improving mana- 
gerial practices. A general clarification of the rights and 
duties of trade unions and employers under trade agree- 
ments would help. So would a careful statement of the 
standards which a good agreement should meet. In ad- 
dition, management, trade unions, anS government 
could all help. Let us look into these possibilities one 
by one. 


yn 

Clarification of the rights and duties of unions and 
employers under trade agreements will help avoid mis- 
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understandings and thus make for better relations. 
When a union and an employer enter into an agree- 
ment, each submits to certain restrictions on its free- 
dom. The general presumption is that, except as the 
parties are specifically bound by the agreement, they 
retain the freedoms which they had before the agree- 
ment. Likewise, except as the parties have rights specifi- 
cally given them by the agreement, they have no more 
rights than before. These generalizations, however, are 
subject to some qualifications. Some rights are implied 
in trade agreements, either because of the nature of the 
rights or because of established practices, and some 
actions are prohibited by implication if not by plain 
direction. There are other actions which, though not 
prohibited by the agreement, will not, as a matter of 
policy, be done or which, if done, will only be done 
in a certain way. The following are a few important 
points which frequently need clarification: 

1. In the absence of a specific authorization in the 
agreement, do representatives of the union have the 
right to waive a provision of the agreement without the 
assent of workers who might claim valuable rights un- 
der it? Cases are bound to arise in which literal follow- 
ing of the agreement would produce gross inequities 
either to the employer or to certain groups of workers. 
As a general rule, trade agreements do not specifically 
authorize anyone to waive provisions under which 
workers might claim rights. Nevertheless, in some in- 
dustries the custom of making such waivers may be 
regarded as having been established. This is a matter 
which needs clarification. 
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2. May the union endeavor to control the operation 
of the plant by union rules which govern the conduct 
of its members as employees, provided such rules do 
not conflict with specific provisions in the agreement? 
For example, in the absence of an understanding that 
the union will not limit output, may the union fine 
men for producing more than a certain amount? May 
the union seek to enforce straight seniority in pro- 
motions by inducing all. members except the senior 
one to refuse to bid for a given vacancy? Here again 
there is ambiguity where there ought to be clarity. 
The union which does these things plainly seems to 
have exceeded its rights because it is attempting by 
indirection to impose restrictions on the management 
of the plant which are not contained in the agreement. 

3. Should the management expect the union to help 
it in improving production? The answer to this 
question seems to be “No.” The employer may per- 
suade the union to help, and the union may be glad 
to do this as a matter of good will and co-operation. 
If the employer is having trouble in meeting compe- 
tition, the local union may regard helping management 
raise output as a good way of helping its members hold 
their jobs. Responsibility for production, however, 
belongs to management, and the union is under no 
obligation to help management to do its job. 

4. Should the union help management maintain dis- 
cipline? The answer to this question depends upon 
whether discipline is imposed because of a violation 
of shop rules or because of a violation of the agree- 
ment. The management is responsible for enforcing its 
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own shop rules The union cannot be regarded as hav- 
ing the obligation to help management perform this 
job. The union officers may as a matter of good will 
and co-operation be willing to assist management by 
warning this or that worker that continued infraction 
of shop rules may get him into trouble. Furthermore, 
the management as a matter of policy may seek to give 
the union a chance to keep its members out of trouble 
by informing the union representative that a given 
worker is violating rules and that continued violation 
will lead to discipline. 

Very different is the problem raised when employees 
violate the terms of the agreement between the em- 
ployer and the union. In such cases the employee must 
be regarded as doing something against the union as 
well as against the employer. In such cases the union 
may see fit to act on its own initiative and to impose its 
own discipline on the employee. Suppose, however, 
that the employer asks the union representatives to 
help discover the ringleader in a sit-down strike or in 
a slow-down. Are the union representatives under an 
obligation to help? If the union officers know who were 
the ringleaders, should they tell the employer? Should 
they tell him if he asks them? 

Opinions on these questions will differ. My judg- 
ment is that the union officers are entitled to use their 
discretion, just as the management is entitled to use 
its discretion in deciding when to impose discipline 
and how severe to make the discipline. Thus, the union 
may see fit to impose discipline itself rather than to 
help the employer impose it. Union officers, however. 
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should recognize that violations of the agreement are 
an offense against the union as well as against the em- 
ployer. They should recognize that they have the re- 
sponsibility to keep such offenses to a minimum. Their 
attitude should not be merely one of “let the employer 
do it.’’ In every instance the union officials should seek 
to determine who was responsible for bringing about 
a violation of the agreement. Furthermore, the mini- 
mum action which the union representatives should 
take is to warn the culprits and to make plain that a 
repetition of the offense will lead to discipline by the 
union or a request by the union that the employer 
impose discipline. 

5. Is it proper for a management, in the absence of 
specific restrictions in the agreement, to make changes 
in the shop rules which affect the employees? The an- 
swer to this question seems to be “Yes,” provided, of 
course, the changes do not seek by indirection to take 
away rights conferred on the workers by the agreement 
or to put into effect conditions which are specifically 
prohibited by the agreement. The management, in bar- 
gaining away its discretion on certain points, does not 
bargain away its discretion on other points not covered 
by the agreement. Many agreements, of course, give 
the union the right to challenge underThe grievance 
machinery any new rules which the employees regard 
as unfair. As a matter of policy, managements will be 
wise to consult both union representatives and fore- 
men before putting new shop rules into effect. Not only 
will consultation give management useful criticisms 
and suggestions, but it will promote better relations 
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by giving the union a sense of security and by avoid- 
ing unpleasant surprises which are bound to disturb 
and antagonize union representatives. 

6. May a management on its own initiative and with- 
out consulting the union give wage increases, bonuses, 
pensions, or vacation rights over and above those pro- 
vided in the agreement? For example, if the manage- 
ment has difficulty in obtaining certain types of labor 
at the rates provided in the agreement, may the man- 
agement offer more than the stipulated minimum? May 
the management put in a Christmas bonus? May the 
management offer a vacation plan when the union has 
not negotiated one? May the management adopt a pen- 
sion plan or put into effect liberalized pension pay- 
ments? 

Some decisions of the National Labor Relations 
Board hold that unilateral action of management in 
these matters may be a refusal to bargain and, there- 
fore, an unfair labor practice. This view seems to me 
to be of doubtful validity as a general proposition. If 
the action of the employer in giving the men better 
conditions is part of a general plan to undermine the 
union, it may certainly be held to be an unfair labor 
practice on the ground that it interferes with the self- 
organizatiorf of workers. The mere undertaking by an 
employer to meet competition or to be generous should 
not be regarded as an unfair labor practice. At the expi- 
ration of the agreement the union would, of course, 
have an opportunity to bargain over any changes in 
wages, bonuses, vacation plans, or pensions. The es- 
sence of the bargain between the union and the em- 
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ployer, however, is that for the duration of the agree- 
ment both the employer and the union have agreed to 
certain restrictions and have also bargained to retain 
certain freedoms. It is a narrow and unrealistic con- 
ception of union-employer relations which requires 
that minimum rates of pay be maximum rates, which 
deprives employers of the right to meet competition 
in the labor market, and which even deprives them of 
the right to be generous if they so desire. If an enter- 
prise has done well and wishes to share some of its 
prosperity by telling all employees to take an extra 
week’s vacation or by liberalizing the pension plan, the 
management is surely free to do it. It is childish to 
argue that the employer must not be generous be- 
cause he might diminish the prestige of the union. 
The union which would lose prestige because the em- 
ployer is generous is not worthy of prestige anyway. 

A sharp distinction should be made, however, be- 
tween what employers have the right to do and what, 
as a matter of policy, they should do or how, as a mat- 
ter of policy, they should proceed. Employers who wish 
to be generous would do well to consult the union in 
advance, to seek its suggestions, and to invite its criti- 
cisms and specific proposals. The union representatives 
are a valuable source of information about the prob- 
lems and preferences of employees. A wise manage- 
ment will not act without getting the benefit of advice 
from this rich source of information. 
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VIII 

The potential contribution of collective bargaining 
to better management can be more completely realized 
if agreements meet certain standards of a “good” agree- 
ment. Little has been done to define what tests a ‘good” 
agreement should meet. The general principle is that 
it should contain compromises which recognize the 
most crucial interests of both the union and the man- 
agement. The following are the principal conditions 
which a “good” agreement should meet: 

1. It should give security to the union. 

2. It should give management reasonable opportunity to 
select its own employees 

3. It should protect management from being required to 
discharge valuable employees because of the imposition of 
discipline by the union unless the discipline has been reviewed 
by the same umpire who reviews discipline imposed by man- 
agement. 

4. It should give management reasonable freedom to make 
changes m methods and equipment 

5. It should give workers reasonable protection from techno- 
logical changes. 

6. It should not enforce wasteful utilization of labor. 

7. It should provide an orderly way of allocating work in the 
event of a drop in the demand for labor by the enterprise It 
should protect the workers from permanent layoff because of 
temporary declines in the demand for labor. 

8. It should permit management to retain reasonable in- 
centives to encourage efficiency. 

9. It should provide machinery for determining the mean- 
ing of the agreement in the event of disputes over its interpre- 
tation and for enforcing the agreement in the event of vio- 
lation by the employer or by the union. 
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10. It should provide machinery for hearing grievances 
which do not arise out of alleged violations of the agreement 
but which arise because the employer or the union is acting 
in ways which the other regards as unfair. 

These specifications of a “good” agreement require 
little comment. The need of the union for security is 
obvious. So also is the importance to the employer of 
the right to select his own employees and of not being 
required to hire people whom he may not wish as 
employees. I have pointed out earlier in this chapter 
that it is part of the management’s skill to determine 
who is best fitted for a given job. The employer also 
has an interest that the arbitrary imposition of disci- 
pline by the union shall not deprive him of valuable 
employees All of these interests can be satisfied by a 
union-shop (not a closed-shop) agreement which re- 
quires that men join the union after a probationary 
period but which relieves the employer of the obli- 
gation to discharge any worker who has lost his good 
standing in the union unless the union’s action in disci- 
plining the employee has been upheld by the umpire 
who reviews allegations of unfair discipline by the em- 
ployer. 

The need of managements for freedom to make 
changes in methods and equipment is also self-evident. 
In a rapidly changing world survival occurs by adap- 
tation Hence, provisions in the agreement which re- 
strict the employer’s efforts to adapt his business to 
changing conditions should be kept to a minimum. 
Managements, however, should not expect to be free 
to make technological changes without undertaking to 
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give workers reasonable protection from such changes. 
They should assume the obligation either to train the 
displaced men for other work and transfer them to it 
or to pay them a dismissal wage. Managements should 
be permitted, however, to hire temporary workers to 
fill jobs which are soon to be eliminated by changes. 

Avoiding the wasteful use of labor is an obligation 
which both the employer and the union owe to the 
community. The employer may be able to pass on to 
consumers the cost of make-work rules, but this does 
not alter the fact that such rules lower the standard of 
living of the community by limiting the amount which 
the labor force is permitted to produce. Regulation of 
the manner in which employment shall be distributed 
m slack times introduces some measure of certainty 
into the lives of millions of workers and is of great im- 
portance. If decreases in the demand for labor are met 
by layoffs, men should ordinarily be dropped in accord- 
ance with strict seniority. Otherwise no worker knows 
where he stands. If layoffs are based upon strict senior- 
ity or if layoffs are avoided by dividing the work among 
all employees, it becomes particularly important that 
promotions be based upon merit rather than upon 
seniority. Otherwise the management is too completely 
deprived of incentives to stimulate efficiency among the 
force. 

Particularly important are arrangements for inter- 
preting the agreement. Unless an umpire is provided 
for in the agreement itself, the employer in most in- 
stances is in a position to enforce his own interpre- 
tation — unless the union sees fit to strike in violation 


[ 59 ] 



CHALLENGE OF INDUSTRIAL RELATIONS 

of the agreement or to appeal to the courts as it prob- 
ably could in some states. In the United States there 
are still a few unions and employers who prefer not to 
submit the interpretation of their agreements to neu- 
trals, but the number is diminishing. Some agreements 
seem to assume that the responsibility of the neutral 
is merely to declare the meaning of disputed clauses. 
This leaves the ways and means of enforcing the agree- 
ment quite ambiguous. Fortunately, the problem does 
not frequently arise, possibly because most questions 
on the meaning of agreements are raised by actions of 
employers and because unions are usually willing to 
strike, if necessary, to compel the employer to accept 
the umpire’s decision. This leaves unsolved the prob- 
lem of enforcing the agreement against workers or the 
unions. Umpires should have specific authority to en- 
force the agreement against either the employer or the 
employees. 

How broad should be the jurisdiction of the umpire? 
Some people think that the union should have the right 
to challenge only the actions of management which are 
claimed to violate the agreement. Others believe that 
unions should have the right to challenge any action of 
management which is regarded as unfair. They argue 
that the umpire should have authority to pass on any 
issue concerning which the union has relinquished the 
right to strike. Other people hold that the union should 
have the right to make grievances of either alleged 
violations of the agreement or alleged unfair acts of 
management, but should have the right to carry to the 
umpire only the first type of case. 


[ 60 ] 



EFFECT OF UNIONS ON MANAGEMENT 

Certainly union representatives should "have the op- 
portunity to protest through regular channels all the 
way to top management any act or omission which the 
employees regard as unfair. Nevertheless, some restric- 
tion is needed on the type of case which may be carried 
to the umpire. If any action of management which the 
union regarded as unfair could be vetoed by the um- 
pire, the direction of the business would be transferred 
to the umpire. Not the president of the company but 
the umpire would have the final decision as to whether 
or not a given policy should be executed. The juris- 
diction of the umpire, however, should be broad 
enough to enable him to do more than interpret the 
meaning of words in a legalistic way. He should be in 
a position to pass on the reasonableness or fairness of 
many actions of management: on the fairness of new 
rates and job standards, on whether management has 
made a reasonable effort to find appropriate jobs for 
men displaced by technological change, on whether 
discipline has been reasonably severe Unless the union 
has a good opportunity to challenge many actions of 
management, it will not be willing to permit manage- 
ment broad opportunity to act as it sees fit, subject to 
challenge by the union. 


IX 

What can management do to make collective bar- 
gaining produce a more satisfactory balance between 
the interests of consumers and the interests of em- 
ployees and to contribute more effectively to the better 
administration of business enterprises? The following 
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are several important contributions which manage- 
ment can make: 

1. Help the union feel secure; in other words, make 
plain to the members that the management has no de- 
sire to discourage membership in it. Any fears on the 
part of the union members or officers that management 
will discourage membership will greatly increase pres- 
sure to limit or destroy management’s discretion in 
hiring or making layoffs, transfers, or promotions. Such 
fears will also cause the union to seek to win the sup- 
port of workers by arousing fear of management and 
antagonism toward it. 

2. Make the job of the union representative as easy 
and pleasant as possible by dealing with him promptly 
in a matter-of-fact way, making an effort to get to the 
bottom of cases quickly, and disposing of them without 
unnecessary delay. This, of course, does not assure that 
the union representatives will be easy to deal with. The 
better the service that he is able to give his members, 
however, the greater his prestige with them and the 
less the danger that he will have to foster trouble in 
order to stand in with a radical minority in the union. 

3. Give the union a chance to straighten out an em- 
ployee who is failing to observe shop rules or who is 
producing work of poor quality. Management can do 
this by warning the shop steward of the man’s deficien- 
cies. If the employee fails to observe the warnings of the 
shop steward, the steward is in a better position to re- 
fuse to plead the man’s case when discipline is imposed. 

4. Keep the union well informed about the business 
and the plans of the company. Perhaps the most fre- 
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quent mistake which employers make in the field of 
labor policy is not to tell the union officers and mem- 
bers enough about the business. The greater the im- 
portance which both management and union attach to 
common interests, the greater is the likelihood that 
they will work out trade agreements and interpre- 
tations of trade agreements which are satisfactory to 
both. I venture to repeat my reference to the manu- 
facturer in the Middle West who insists that the shop 
stewards meet with management once a month because 
he does not wish people trying to represent his em- 
ployees who do not know the facts about his business. 
Certainly union representatives cannot be expected to 
know about the employer’s problems unless the em- 
ployer is willing to inform them. 

5. Seek the help of the union in encouraging good 
attendance, good production, good quality. Do not con- 
fine the union to the narrow negative role of policing 
the agreement. 

6. Consult the union representatives before putting 
into effect new policies or rules which affect the em- 
ployees. Invite criticisms of the proposals and sugges- 
tions for improving them from the union represen- 
tatives. 

7. Be prepared to back decisions of management with 
facts and to show how and why management reached 
its decisions. Be ready to consider facts and arguments 
offered in criticism of management’s decisions. Be un- 
impressed by oratory, table pounding, or threats. 

8. Do not reward violations of the agreement by 
yielding to men who engage in “wild-cat” strikes or 
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slow-downs. Be prepared even at great expense to assert 
the rights given management by the trade agreement 
with the union. Any other course is expensive in the 
long run. The issues which produce wild-cat strikes 
or slow-downs should go to the umpire unless with- 
drawn by the union and should not be heard by the 
arbitrator until the question of discipline for the par- 
ticipants in the wild-cat strike or the slow-down has 
been settled. 

9. Do not “short circuit” the union. If the manage- 
ment intends to introduce benefits not required by the 
agreement, seek the advice of the union and make the 
announcement jointly with the union. 

10. Do not let misstatements by the union about the 
company or the management pass unnoticed. Public 
reply is usually both unnecessary and undesirable. The 
author or publisher of the misstatements, however, 
should be called in for a conference and given the facts. 
This policy will usually lead to union representatives’ 
learning to inform themselves properly before making 
statements about the company or management. 

X 

What can unions do to make collective bargaining 
contribute more satisfactorily to a better balance be- 
tween the interests of consumers and of employees and 
to better management of business concerns? 

1. Know the long-run interests of the union members 
and see that the members know their long-run interests. 
A few leaders of unions are extremely well informed 
concerning the economies of the industries in which 
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they operate. Unfortunately most leaders have very 
limited knowledge of the economic problems of their 
industries In particular, many union leaders are in- 
adequately informed concerning the competitive po- 
sition of their industries. Nevertheless, union officers 
are usually better able to see long-run consequences of 
given policies than is the individual member. Hence 
unions should be an influence for helping members to 
take a broader and longer view of their interests than 
they would take if left solely to themselves. Union lead- 
ers, for example, should be a powerful influence in ad- 
vising members against insisting upon make-work rules 
because, at best, make-work rules give the union mem- 
bers only a temporary benefit and because in the long 
run a large part of the cost of such rules falls on the 
members themselves. 

2. Avoid building loyalty to the unions by fostering 
misunderstanding between workers and management 
and by endeavoring to arouse fear and hatred of man- 
agement. Most managements are good enough and fair 
enough so that efforts of union leaders to “smear” them 
backfire and undermine the confidence of the rank and 
file in their own union leaders. Furthermore, this tactic 
makes the management distrust the union and hold 
aloof from it? thereby limiting the possibility of the 
union representatives’ developing useful contacts with 
the management. 

3. Invite the management to inform shop stewards 
concerning employees who are failing to do satisfactory 
work so that the steward can investigate such cases, 
warn the employee if such action seems indicated, or 
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protest to the management if that action seems ap- 
propriate. 

4. Develop the union into an effective agency of 
communication between workers and management by 
training shop stewards in the work of investigating and 
presenting grievances and by training special represen- 
tatives to make technical criticisms of time studies, 
rates, job standards, job evaluations. 

5. Welcome opportunities to co-operate with man- 
agement in improving quantity and quality of pro- 
duction. 


XI 

What can the government do to make collective 
bargaining establish a better balance between the con- 
sideration given the interests of consumers and the 
interests of producers and contribute effectively to the 
better management of business concerns? 

I have said that the method of letting bargaining 
power determine the rights and duties of management 
and the rights and duties of employees impresses one 
as a primitive arrangement. Of course, the rights and 
duties of the employers and workers are not left solely 
to bargaining power. The common law requires that 
the employer furnish a reasonably safe and sanitary 
place of work, and this law has been much amplified 
by factory legislation and by orders of commissions. 
Factory legislation in turn has been supplemented by 
the Wagner Act and the Fair Employment Standards 
Act, which place restrictions on management in order 
to give minimum rights to workers. 
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Thus far the government has not seen fit to police 
the terms of trade agreements and to forbid certain 
types of provisions on the ground that they are contrary 
to public policy. The government has relied upon the 
bargaining power of each side to keep burdensome and 
unreasonable provisions out of agreements. It is doubt- 
ful, however, whether the government will be justified 
in adhering indefinitely to this extreme policy of laissez 
faire. Employers may prefer to make concessions which 
reduce the productivity of industry and thus reduce 
the standard of living of the community, passing on the 
increase in cost to consumers. Two steps might well be 
taken by the government to protect the community: 

1. Protection of the integrity of management by forbidding 
unions of rank and file employees from requiring membership 
on the part of supervisory employees or from representing 
supervisory employees 

2. Provision of a procedure by which alleged make-work 
rules or rules which obstruct technological change might be 
challenged on the ground that they are contrary to public 
policy. 

Thurman Arnold has suggested that make-work rules 
or unreasonable impediments on technological change 
be made restraints of trade within the meaning of the 
Sherman Antitrust Law. This procedure involves diffi- 
culties. The Sherman Act is a criminal statute. It is not 
easy to draw the line between compelling the use of 
wasteful labor and protecting men against unreason- 
able and excessive job loads. In each instance, the rea- 
sonableness of the rule is at issue. Likewise, it is not 
easy to determine when a restriction on technological 
change is reasonably required to control the rate at 
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which men are displaced and when it unreasonably de- 
prives the community of the benefits of technological 
progress 

Although there is abundant precedent for imposing 
criminal liability when reasonable standards are ig- 
nored, this procedure should be avoided if possible. 
Men should be able to know definitely whether or not 
they are committing crimes What is needed is an or- 
derly way of determining whether make-work rules or 
restrictions on technological progress are reasonable 
or unreasonable Senator Morse of Oregon has suggest- 
ed that the National Labor Relations Board be given 
authority to issue orders against union programs to 
enforce the wasteful use of labor, orders which would 
be enforceable in the courts. A better procedure, in my 
judgment, would be to authorize consumers, employ- 
ers, or other unions to ask the U. S. Conciliation Service 
to appoint a board of inquiry from its panel of arbi- 
trators to determine whether a provision in a trade 
agreement unreasonably compels wasteful use of labor 
or unreasonably restricts technological progress. If the 
provision were found to be an unreasonable burden on 
production, continued enforcement of the rule would 
subject the employer, the members of management as 
individuals, the union, and the union members to the 
penalties of the Sherman Act. 

XII 

One must concede, after reviewing the provisions of 
trade agreements, that collective bargaining in general 
has done a good job in bringing about a better balance 
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in the consideration given the interests of consumers 
and the interests of employees in the process of produc- 
tion. One must concede also that collective bargaining 
has stimulated more alert and dynamic management 
and better managerial practices more frequently than 
it has hampered management and interfered unduly 
with managerial discretion. The most important po- 
tentialities of collective bargaining for business man- 
agement, however, are still to be realized. They are 
better communication between employees and manage- 
ment and better understanding of each other’s prob- 
lems Relatively little progress has been made in this 
matter, but one may confidently predict that it will be 
made 

It is of the utmost importance to the country that 
better communication between unions and manage- 
ments be established and that each learn far more 
about the problems of the other. A community in 
which trade unions and employers are separated by a 
wide gulf, in which they call each other names in a 
reckless fashion, in which they do not appreciate the 
importance of their common interests or understand 
the problems of each other is in a dangerous condition. 
Its capacity to deal with its problems in a matter-of- 
fact and informed manner is limited; its institutions 
have a less favorable chance of working satisfactorily 
and, therefore, of surviving. It is in the hundreds of 
thousands of shops, mines, railroads, warehouses, and 
retail stores throughout the country that understand- 
ing between employees and managements must be built 
up Leadership can be given by the national heads of 
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unions and by the representatives of organized em- 
ployers. The real spade work, however, must be done 
in the individual plants. The prospects that it will be 
done is one of the brightest aspects of the economic 
future of America. 
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Chapter III 


The Economic Consequences of 
the Wage Policies of Unions 

i 

When fifteen million workers band together in- 
to over 50,000 local unions and over 190 national 
unions, can they by sheer bargaining might raise the 
standard of living of the nation? Or do unions by 
imposing stiff terms on industry limit employment and 
production, and thus reduce the standard of living of 
the country? Even if unions reduce the standard of liv- 
ing of the nation, may they nevertheless raise the stand- 
ard of living of their own members? If so, at the expense 
of what part of the community do the organized work- 
ers make their gains? If unions tend to diminish the 
standard of living as a whole, can anything be done to 
avert this effect? If they tend to introduce inequities 
into the distribution of income, can anything be done 
to prevent that? 

As I pointed out in the first chapter, most wage earn- 
ers have unquestioned faith in bargaining power as a 
device for raising the income of labor. They take it for 
granted that a higher price for labor will produce larger 
payrolls. They also take it for granted that payrolls can 
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be increased by encroaching on profits. The faith of 
workers in bargaining goes far beyond these assump- 
tions. Many workers believe that if too large a share of 
income goes to profits, the economy will collapse. 
Hence, they believe that wages must be constantly 
pushed up through the bargaining power of unions in 
order to maintain the stability of the economy. 

All of these assumptions, which are taken as self- 
evident truths by millions of workers, are open to 
question and are at best true only under certain con- 
ditions. Let us look first at the effect of unions on the 
standard of living of the entire community, and then 
let us look at the effect of unions upon the standard of 
living of their own members. 

II 

Total output of goods divided by population of the 
community gives the average standard of living for the 
community. The effect of unions upon the output of 
goods depends upon how they affect: 

1. The efficiency of management. 

2. The structure of wages. 

3. The movement of wages. 

4. The rate of technological discovery and the rate at which 
discoveries are put Into effect. 

In the last chapter I discussed the effect of collective 
bargaining upon management, and I reached the con- 
clusion (1) that in most industries it had produced a 
better adjustment between the interests of consumers, 
as represented by management, and the interests of 
employees— that is, an adjustment which yields a larger 


[721 



WAGE POLICIES OF UNIONS 

net output than would have resulted from individual 
bargaining — and (2) that it had stimulated better 
administration. Let us look next at the effect of col- 
lective bargaining upon the structure of wages — that 
is, upon the relative levels of wage rates in different 
occupations, industries, and places. 

The structure of wages produced by collective bar- 
gaining is unfavorable to the achievement of the largest 
net national output for two reasons. One reason is that 
the wage structure created by collective bargaining 
prevents industry from producing goods m the most 
advantageous proportions — the most advantageous 
“product-mix,” the “right” number of automobiles in 
relation to the number of mattresses, hogs, razors, shoes, 
and everything else. The other reason is that the wage 
structure created by collective bargaining produces 
“wage-distortion unemployment” and thus limits the 
output of industry. 

In order for industry to turn out the product-mix 
which yields the greatest satisfaction to consumers in 
relation to the cost of producing it, wages in different 
occupations, industries, and places must be such as to 
equalize the attractiveness of jobs requiring the same 
degrees of skill and responsibility. This means that 
wages for the same type of labor should not be the 
same in different occupations, industries, or places but 
should vary inversely with the attractiveness of the oc- 
cupation, industry, or place. Collective bargaining, 
however, cannot be expected to produce a wage struc- 
ture which equalizes the attractiveness of jobs requir- 
ing the same type of labor. The wage structure devel- 
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oped under collective bargaining must be expected to 
reflect the bargaining power of the different groups of 
workers and the different employers with whom they 
deal. By bargaining power in this connection I mean 
the ability of the union or the employer to produce a 
greater or less deviation of the wage of a given group 
of workers from the average of all wages than would 
exist under free markets . 1 In industries, occupations, 
or places where unions are very strong, wages may be 
expected to be higher relative to skill and responsibility 
than in other industries, occupations, or places where 
unions are weak. As a result, prices will be higher and 
output less where the bargaining power of unions is 
high, and prices will be lower and output more where 
bargaining power of unions is low, than would be the 
case if wages were so adjusted as to equalize the at- 
tractiveness of jobs requiring men of the same or simi- 
lar skill and responsibility. Under universal collective 
bargaining about half of the unions would have positive 
bargaining power and about half of them negative bar- 
gaining power — that is, half of the unions would be 
able to make wages higher relative to the average than 
wages would be under free markets, and half of the 

unions would not be able to push wages so high. 
________________ 

1 Bargaining power can and should be defined in broader terms than 
this. In general the bargaining power of a group is its power to affect the 
price, or prices, at which the group buys or sells. It manifests itself in vari- 
ous ways, in the case of trade unions, for example, partly in the responsive- 
ness of union wage rates to changes m the demand for labor. Bargaining 
power may be defined m terms of the ability of the group to affect certain 
prices (such as the price of labor) or in terms of the ability of the group to 
affect incomes, the average annual earnings of members of the group, for 
example, or the total wage income of all members of the group. 
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All of this means that under collective bargaining 
goods will not be produced in the proportions which 
will maximize the net national product. In industries 
and places where the unions have sufficient bargaining 
power to raise their wages higher above the general 
mean level of wages than free markets would set those 
wages, the output of goods will be too small. In indus- 
tries and places where the bargaining power of unions 
is so weak that wages are lower relative to the general 
level of wages than would be the case in free markets, 
the output of goods under collective bargaining will 
be too large. The unfavorable effect upon the national 
product is probably not great. There is no way of meas- 
uring it. Nevertheless, it would be surprising if the 
output of more than one-third of the work force were 
seriously affected. If the product of this portion of the 
work force were one-fourth less desirable on the aver- 
age than their output would be under free labor mar- 
kets, the total national product would be diminished 
by less than one-tenth. 

Incidentally, when one asks how collective bargain- 
ing alters the dispersion of wage rates around the gen- 
eral average of wages, one notes that, when collective 
bargaining becomes fairly universal, the real bargain- 
ing will be in the main between unions and unions. 
Through the media of employers, unions will bargain 
with one another over the division of the 60 per cent 
and more of the national income which goes to em- 
ployees. The strong unions will enforce wages and 
terms of employment which compel the employers to 
charge relatively high prices, which the members of 
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weak unions and their families must pay. That uni- 
versal collective bargaining would boil down largely to 
bargaining between unions has escaped attention be- 
cause until recently unions have been only a small part 
of the community. Hence, their bargains have affected 
unorganized workers more than other union workers. 

The fact that collective bargaining produces a wage 
structure which reflects the relative bargaining power 
of unions and employers rather than the skill and re- 
sponsibilities of workers means that it also produces 
wage-distortion unemployment. This type of unem- 
ployment exists because wage rates in industries, oc- 
cupations, and places in which unions are especially 
strong are unusually attractive to workers and draw to 
those industries, occupations, and places more people 
than are needed to meet the demand. If the wages are 
sufficiently high, a worker will remain attached to an 
industry, occupation, or place even though he is able 
to pick up only 150 or 175 days of work in the course 
of a year rather than shift to another industry, occu- 
pation. or place where at lower wages he might pick up 
250 or 275 days of work in a year. Examples of this 
were found in the needle trades before the war. Strong 
and well-run unions had done much to increase the 
attractiveness of these industries. The dollar output of 
women’s and children’s apparel, for example, dropped 
from 1.4 billion dollars in 1923 to 1.3 billion dollars in 
1939, but the number of wage earners more than dou- 
bled, rising from 133,195 to 279,402. In the men and 
boys’ clothing industry, dollar output dropped sharply 
from 1 billion dollars in 1923 to 681 million dollars 
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in 1939, but the number of wage earners increased 
slightly from 158,173 in 1923 to 161,731 in 1939. The 
increase in workers relative to jobs is reflected in the 
reduction of the average annual take-home compen- 
sation of workers, which, in the production of wo- 
men’s and children’s apparel dropped from $1,324 in 
1923 to $920 in 1939, and in the production of men’s 
and boys’ clothing from $1,311 in 1923 to $971 in 1939. 
When more people are attracted to an industry than 
can find steady work, the national income is, of course, 
being limited by unemployment. 

Ill 

What is the effect of collective bargaining upon the 
movement of wages? For several generations output 
per man-hour in the United States has been rising 
at the rate of about 2 per cent a year. Perhaps it will 
rise at a faster rate for some years to come, say at 
the rate of 3 per cent a year. Let us assume that col- 
lective bargaining becomes fairly universal and that 
unions are not content to raise wages at the rate of only 
3 per cent a year and that they insist upon pushing up 
wages at the rate of 5 per cent a year. What will happen? 
Will prices rise sufficiently to offset the difference be- 
tween the rate at which unions raise wages and the rate 
at which the managers and engineers are able to raise 
output per man-hour? If prices do not rise sufficiently 
to offset the difference, will there be unemployment? 

Many economists believe that any tendency for col- 
lective bargaining to raise wages faster than output per 
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man-hour increases will be offset by a rise in prices . 2 
Consequently, in the view of these economists, collec- 
tive bargaining cannot raise wages relative to prices. 
All that it can do is to cause wage-price relationships 
to adjust themselves to technological progress through 
a rise in money wages rather than through a fall in 
prices. Many workers (possibly most workers), on the 
other hand, not only believe that collective bargaining 
can raise wages relative to prices, but also believe that 
pushing up wages relative to prices is good for employ- 
ment and, in fact, that it is necessary in order to prevent 
depressions. 

The view that a rise of money wages which exceeds 
the rise in output per man-hour will produce an off- 
setting rise in prices rests upon assumptions which are 
unrealistic in the extreme. A rise in money wages can 
produce an offsetting rise in prices only if there is a 
rise in expenditures for goods or a drop in the produc- 
tion of goods. A rise in expenditures can occur only if 
there is either an increase in the supply of money or an 
increase in willingness to spend money. Can a rise in 
labor costs be counted upon to produce precisely the 
increase in the supply of money or in the willingness 
to spend money required to raise prices by the same 

3 This view is expressed by some followers of Keynes who have errone- 
ously attributed it to him Mrs Joan Robinson, for example, in her Intro- 
duction to the Theory of Employment (pp 50-51) says' 

“If entrepreneurs agiee to pay their workers higher rates, money de- 
mand for goods is increased, and it is argued from this that activity and 
output will increase. But this rise m demand merely offsets the rise in the 
cost of production due to higher wages A larger expenditure of money is 
now needed to buy the same goods and the increase in money income is 
not an increase in real purchasing power.” 
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amount as the rise in labor costs? An increase in labor 
costs might produce some rise in the supply of money 
because it might increase the need of business concerns 
for working capital and thus bring about an expansion 
of bank credit. Higher labor costs might produce some 
increase in spending by business concerns, at least a 
rise in spending for direct labor, but higher labor costs 
would also cause the execution of some business plans 
to be postponed until it became clear whether or not 
prices would rise to offset the advance in costs. This 
would tend to prevent any rise in prices. Hence, an 
increase in labor costs might produce no rise in prices 
at all. At any rate, it would be an extraordinary coinci- 
dence if the supply of money and the willingness to 
spend money were to increase by exactly enough to 
raise prices no more and no less than the rise in labor 
costs. 3 This analysis indicates that advances in labor 
costs cannot be counted upon to produce offsetting 
increases in the price level. 

The effect of union wage policy upon prices varies 
with different phases of the business cycle. Before reach- 
ing a final conclusion concerning the long-run response 

* Mr. Abba Lemer has attempted to show that the rise in spending by 
an amount exactly sufficient to raise prices by the amount of the increase 
in labor costs would not be a coincidence. Until an offsetting rise in prices 
has occurred, says Ikr. Lemer, there will be an expansion. "As long -as 
employment is less than before, the community will want to save less than 
Is being invested, the difference showing itself in unintended savings of 
business out of unexpected profits” (American Economic Review , Supple- 
ment, May, 1946, p. 331) Mr. Lemer’s argument ignores the fact that 
changes in costs relative to prices produce shifts m the savings function 
and in the investment function Only as a matter of accident will the 
equilibrium point produced by the new functions be the same as the equi- 
librium point produced by the original functions. 
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of prices to upward pressure of unions upon wages, one 
should analyze the effect of union wage policy at dif- 
ferent phases of the business cycle . 4 During periods of 
revival and during much of the period of booms, wage 
increases are readily passed on to consumers in the 
form of advances in prices. During a depression a 
certain amount of demand accumulates, and much of 
this demand in the course of time becomes fairly 
urgent. Furthermore, rising prices produce a certain 
amount of anticipatory buying. This also helps busi- 
ness concerns pass on rising costs in the form of higher 
prices. 

The demand which accumulates during a depression, 
however, is limited. So also is the amount of buying 
which enterprises and individuals are willing to do in 
anticipation of higher prices. As the boom develops, 
business concerns eventually find growing difficulty 

4 The cyclical movements of prices have preceded the cyclical movements 
of wages Wages may be moving downward for six months or a year after 
prices stait moving upward, but when prices move downward at the end 
of the boom, wages may drop little or not at all. Union wages have ap- 
parently moved upward more slowly than nonunion wages during the 
period of boom But they have continued rising during depressions after 
nonunion wages have started to fall Over a period of a number of busi- 
ness cycles, union wages and nonunion wages seem to have increased by 
about the same rate. 

Douglas found that among factory workers “payroll” hourly earnings 
increased 3 27 times between 1890 and 1926 and that the hourly earnings 
of union workers m manufacturing increased by substantially the same 
amount, 3.11 times. “Payroll” hourly earnmgs represent mdustries m which 
there were both nonunion and union workers, but mostly nonunion (P H. 
Douglas, Real Wages in the United States , pp. 96-102). The union hourly 
earnings do not pertain to the same occupations and industries as do the 
payroll data, and the union data apply to more skilled workers than do 
the payroll data. For these reasons the comparison leaves much to be 
desired. 
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in passing on rising costs in the form of higher prices. 
The bargaining power of trade unions increases, how- 
ever, and unemployment is less. Further, the pressure 
of members for higher wages is likely to grow. Hence, 
unions are likely to insist on wage increases after wage 
increases can no longer be easily passed on in the form 
of higher prices. This upward pressure on costs may 
help bring the boom to a conclusion and produce a 
recession. Experience shows that unions are able to 
push up wages for a considerable period after business 
has turned down. This encroachment of wages upon 
profits will discourage long-term business planning and 
accentuate the recession. 

During periods of depression unions prevent wages 
from falling as much as they would fall in free markets. 
The effect of union wage policies upon the severity of 
depressions is in doubt. In the case of raw materials 
produced by farmers rather than by wage earners, the 
maintenance of wages in industries which use the raw 
materials tends to depress the price of the raw ma- 
terials, in accordance with the familiar principle that 
a rise in the supply price of one complementary good 
diminishes the demand for the other complementary 
good. On the other hand, the maintenance of wages 
does good by creating the belief that prices are too low 
in relation to costs and that they must go higher. One 
would attach considerably more importance to this 
favorable effect did not the support of wages by unions 
during the depression involve not merely the support 
of the wage level but also support of whatever mal- 
adjustments in the wage structure may have developed 
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during the preceding boom. 

When one considers the effect of union wage policy 
upon prices in all phases of the business cycle, does one 
conclude that prices may be expected to rise sufficiently 
to offset any tendency for wages to advance faster than 
output per man-hour? The answer is in doubt, and 
probably depends upon whether the support of wages 
by unions during depressions diminishes or increases 
the severity of depressions. If the former, union up- 
ward pressure on wages may well produce an offsetting 
secular rise in prices. On the other hand, if union wage 
policy makes depressions more severe, the secular rise 
in prices cannot be expected to be sufficient to offset 
the rise in labor costs. In that event will not unemploy- 
ment increase until the bargaining power of unions be- 
comes so weak that they are not able to raise wages 
faster than the managers and the engineers raise out- 
put per man-hour? 


IV 

Many wage earners and some union leaders believe 
that raising wages faster than the increase in output 
per man-hour is good for employment. They argue that 
higher wages would mean larger payrolls, that larger 
payrolls would mean larger consumer purchasing pow- 
er, that larger consumer purchasing power would mean 
an increase in investment, and that the net result would 
be a gain in employment. 

This argument obviously assumes too much and 
proves too much. For example, whether higher wages 
will mean larger or smaller payrolls depends upon how 
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much they affect employment. But the effect upon em- 
ployment of wage increases which are not offset by 
higher prices or higher output per man-hour is the 
question at issue. The answer to the question must not 
be assumed in the analysis. The argument also assumes 
too much because it assumes that an increase in pay- 
rolls, if it occurs, also produces an expansion of invest- 
ment. Any shifts in income which change the kind of 
goods demanded will produce a momentary rise in in- 
vestment opportunities because the plant of industry 
will be adjusted to the new pattern of demand. The rise 
in investment opportunities, however, is only a mo- 
mentary one because the opportunities will be extin- 
guished as soon as the adjustments in plant have been 
made. The long-run supply of investment opportuni- 
ties will depend (1) upon the rate at which technologi- 
cal discoveries are being made and (2) upon the re- 
lationship of costs to prices. 

The basic issue raised by the proposition that higher 
wages relative to prices will increase employment is 
whether an encroachment upon profits will reduce the 
propensity to save more than it reduces the supply of 
investment opportunities. Both the volume of saving 
and, to a less extent, the volume of investment op- 
portunities vary with the level of the national income. 
Likewise, they both vary with wage-price relationships. 
Since a larger fraction of profits is saved than of wages, 
the higher wages are in relation to profits, the smaller 
will be the volume of savings at any given level of in- 
come. Likewise, the higher wages are in relation to 
prices, the smaller will be the fraction of technological 
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discoveries which will yield a given return and hence 
the smaller the volume of investment opportunities 
at any given level of income. Given supply prices for 
investment-seeking funds, one -can construct a series 
of curves showing for each level of national income the 
volume of investment opportunities and the volume of 
savings which will exist under different cost-price re- 
lationships. In each case the level of income payments 
will be determined at the intersection of the appropri- 
ate curves showing the volume of savings and the vol- 
ume of investment opportunities — the savings func- 
tion and the investment function. 

A rise in wages relative to prices will produce a favor- 
able shift in the savings function and an unfavorable 
shift in the investment function. Obviously the crucial 
question is whether the favorable shift in the savings 
function is smaller than or greater than the unfavor- 
able shift in the investment function. If the rise in 
wages relative to prices produces a greater shift in the 
investment function than in the savings function, the 
volume of income payments will drop and pro tanto 
the volume of employment will drop also. If the shift in 
the savings function is greater than the shift in the in- 
vestment function, income payments will rise. If they 
rise more than the price of labor has' advanced, the 
volume of employment will increase. 

Persons who assert that employment will be increased 
by a rise in wages are asserting that the savings function 
is more sensitive to changes in wage-price relationships 
than the investment function. This may be true, but 
the evidence points to the opposite conclusion— at least 


[ 84 ] 



WAGE POLICIES OF UNIONS 

within the range of wage-price relationships furnished 
by experience. One bit of evidence is the fact that costs 
which are so high relative to prices as to destroy all 
investment opportunities would not necessarily pre- 
vent all saving. Another bit of evidence is the fact that 
the fluctuations of employment, income, and prices are 
not very pronounced. If changes in labor costs relative 
to prices produce smaller shifts in the investment func- 
tion than in the savings function, one would expect the 
economy to be subject to greater extremes of inflation 
or deflation. A rise in wages relative to prices would 
increase the demand for labor and this would produce 
another rise in wages relative to prices and another in- 
crease in the demand for labor. Decreases in wages rela- 
tive to prices would be equally cumulative in their 
effects Once the economy got started going up or going 
down, only very powerful external events would pro- 
duce a turning point. This does not seem to be the kind 
of economy in which we live. Consequently, one must 
infer that changes in costs relative to prices produce 
greater shifts in the investment function than in the 
savings function. 


V 

Many people, who do not believe that higher wages 
would immediately increase employment by raising 
the proportion of incomes spent on consumption, will 
argue that upward pressure on wages from unions is 
needed to help the economy adjust itself to technologi- 
cal change. If output per man-hour rises, it is argued 
that either prices must be reduced or wages must be 
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raised in order to avert an increase in profits. An in- 
crease in profits, it is argued, will be deflationary be- 
cause a large part of profits are saved. Business, it is 
said, cannot be trusted promptly to cut prices or to bid 
up wages as output per man-hour is increased. Hence 
it is stated that wages must be raised by collective 
bargaining in order to avert disaster. This reasoning 
raises several fundamental questions of great impor- 
tance, such as: 

1. Is it possible that prices or wages might move too rapidly 
in response to technological change? 

2 . How does the outlook for profits affect the volume of 
spending? 

3. What is the best lag between the achievement of a re- 
duction in production cost and a reduction m the prices of 
goods or a rise m wages? 

4. If a lag occurs m the adjustment of prices to technological 
change, will the resulting rise in profits produce a rise in 
spending and indirectly a rise in wages? 

Let us suppose that output per man-hour increases 
by 10 per cent. In order to prevent this rise in output 
from producing unemployment, either prices must 
drop by approximately 10 per cent or expenditures 
must rise by 10 per cent. It is clear that a prompt re- 
duction in price would prevent a drop in employment 
because the same volume of expenditures would buy 
10 per cent more goods. The prompt drop in prices, 
however, would prevent the rise in output per man- 
hour from increasing profits. Hence there would be no 
incentive for enterprises to make innovations. Even 
more unsatisfactory would be the extreme of prompt- 
ly raising wages in proportion to the rise in output per 
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man-hour. The raising of wages would not increase the 
total volume of spending. If wages immediately rose by 
10 per cent to offset the increase in output per man- 
hour, labor costs would not be diminished. With un- 
changed costs, business enterprises would have no rea- 
son to change either prices or volume of output. If the 
volume of output remained unchanged, the income of 
wage earners as a class would be unchanged. The work- 
ers who received wage increases as a result of the rise 
in output per man-hour would, it is true, be receiving 
10 per cent more, but the rise in efficiency would mean 
that 1 0 per cent fewer workers would be needed. The 
total payroll would be no greater than before the 
change in efficiency. The net result would be more 
unemployment and higher wages for the employed. 

This analysis indicates that the adjustment to greater 
efficiency must occur in part through an increase in the 
rate of spending. If the response of prices or wages to 
increases in output per man-hour is not too rapid, tech- 
nological change will raise the rate of spending because 
it will improve prospective profits on new investments. 
Better prospects for profits produce an increase in busi- 
ness spending (1) by leading enterprises to operate 
existing plants at a higher rate, (2) by leading enter- 
prises to expand existing productive capacity, and (S) 
by causing new concerns to be started in industries 
where profits have risen. The increase in spending may 
be made possible by a more rapid turnover of existing 
bank balances or by an expansion of commercial credit. 
In the long run it seems to have been made possible by 
an expansion of bank credit rather than by an increase 


[871 



CHALLENGE OF INDUSTRIAL RELATIONS 

in the rate of spending. 5 The increase in business spend- 
ing, of course, tends to raise prices in general and also 
the level of wages At the same time the increase in busi- 
ness spending, by raising the productive capacity of the 
industry in which output per man-hour has increased, 
tends to depress the price of the goods turned out by 
the industry. Thus the adjustment of the economy to 
technological progress takes the form both of an in- 
crease in spending and a rise in the prices of a multi- 
tude of goods and also of a fall in the prices of the goods 
which are made by the new and more efficient methods. 
Whether the adjustment principally takes the form of 
more spending or of lower prices of goods made by 
more efficient methods depends upon how sensitive the 
money supply and willingness to spend money are to 
improvements in the prospect for profits. 

Experience during the last hundred years indicates 
that the adjustment of the economy to greater output 
per man-hour has occurred more through the expan- 
sion of spending and the rise in money wages than 
through a drop in prices. In 1940 output per man-hour 
in the economy as a whole was roughly six times as 
great as in 1840. 6 The index of wholesale prices in 1940 
was about 10 per cent higher than in 1840. The index 
has an upward bias, which indicates that the real level 
of prices in 1940 was moderately below the level of 
1840. Hourly earnings outside of agriculture in 1940 

B Between 1840 and 1940 the volume of bank deposits and money in cir- 
culation increased nearly six times as fast as the national income. 

*The difficulties of measuring output per man-hour over long periods 
means that the above estimate is exceedingly rough. 
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were nearly eight times as high as in 1840. No other 
price series rose as rapidly as hourly earnings. Hence it 
is plain that the adjustment to technological change 
during this hundred-year period took the form of a 
rise in spending rather than a drop in prices. 

This analysis indicates that collective bargaining is 
not needed to help the economy adjust itself to techno- 
logical change In fact, there is danger that collective 
bargaining will seriously impede adjustments to tech- 
nological change. A distinction needs to be made be- 
tween wage increases which occur because of the rise 
in the demand price for labor, the result of increases 
in output per man-hour, and wage increases which 
occur because of organized efforts to raise the supply 
price of labor. If unions raise the supply price of labor 
faster than increases in output per man-hour raise the 
demand for labor, unions will encroach upon profits 
and limit the effectiveness of profits as a device for (1) 
increasing the volume of spending, and (2) increasing 
the volume of production. Thus unions would make 
technological progress produce unemployment instead 
of more goods. In an extreme case, unions might push 
up the supply price of labor so promptly and so com- 
pletely in response to increases in the demand for labor 
that, as explained above, technological progress would 
produce no rise in output but merely a rise in un- 
employment. 


VI 

If prices fail to rise sufficiently to offset advances in 
labor costs, may technological change be expected to 
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increase sufficiently to prevent a drop in employment? 
Industrial research has been growing by leaps and 
bounds for some years. Indeed, for sixty years, the 
number of research workers and technological engi- 
neers has been growing from ten to fourteen times as 
fast as the gainfully employed. This increase started 
long before unions became strong, and the rise of un- 
ions cannot be regarded as having much to do with the 
growth of research. In the future, the research plans of 
many enterprises are bound to be materially affected by 
the great strength of unions. It is difficult, for example, 
to imagine that some industries will not make research 
plans to protect themselves from the enormous strength 
of the coal miners’ union. Much of the response of man- 
agements to wage pressure from unions is found in the 
operating departments and engineering departments 
rather than in the research departments. It takes the 
form of many small changes made to keep labor costs 
under control. The response of technological research 
to the bargaining power of this or that union does not 
necessarily occur in the industry where the members 
of the union work. For example, the response to the 
great bargaining power of the locomotive engineers 
and firemen may be in the improvement of locomotives 
by the locomotive builders rather than sn the research 
done by the railroads themselves. 

Obviously one cannot expect industrial research to 
be so responsive to the bargaining power of unions that 
output per man-hour never rises less rapidly than 
money wages. Nevertheless, the tendency for collec- 
tive bargaining to accelerate technological discovery 
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is undoubtedly one of its most useful effects and goes 
far to offset any bad effects of collective bargaining, 
such as its tendency to bring about an unfavorable 
product-mix, to produce wage-distortion unemploy- 
ment, or to limit the volume of investment opportuni- 
ties. At the end of twenty years a 2 per cent annual 
increase in output per man-hour means a total rise of 
48.6 per cent. If the pressure of unions, however, were 
to raise the annual rate of increase to 3 per cent, out- 
put per man-hour at the end of twenty years would 
have increased 80.6 per cent. If union pressure were 
to make the annual increase 4 per cent, the increase 
at the end of twenty years would be 119.1 per cent. 
Hence, it is plain that unions by putting pressure on 
management to raise output per man-hour can offset 
much, if not all, of the unfavorable effects which col- 
lective bargaining might have upon the standard of 
living of the community. Indeed, unions by stimulating 
technological progress may become a powerful influ- 
ence for raising the standard of living of the communi- 
ty. If this were to happen, not all of the credit for the 
achievement would properly belong to the union; most 
of it would belong to the scientists, engineers, and man- 
agers whose imagination, ingenuity, and hard work 
discovered th® ways of making labor more productive. 

VII 

Is collective bargaining a device through which em- 
ployees may increase their share of the national prod- 
uct? May collective bargaining raise the average in- 
come of the individual union member even if it does 
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not raise either the proportion of the national income 
or the absolute amount of the national income going 
to union members^ 

The effect of collective bargaining upon the share 
of the national income going to union members de- 
pends, in case the organization of labor is incomplete, 
upon the possibility of substituting nonunion labor, 
self-employed workers, and capital for union labor; 
and, in case all employees are union members, upon 
the possibility of substituting self-employed workers 
and capital for union labor. If a 10 per cent increase 
in the price of union labor relative to commodity 
prices reduces by less than 10 per cent the amount of 
union labor used with nonunion employees, the self- 
employed, and capital, the share of union members in 
the national income will rise; if the rise in union wages 
produces a more than proportionate drop in the num- 
ber of union employees used with nonunion employees, 
self-employed workers, and capital, the share going to 
union members will drop. 7 These statements are im- 
portant because they indicate that the mere determi- 
nation of unions to push up wages and to stand long 
strikes, if necessary, will not enable them to increase 
the share of union members in the national income. 
Whether higher wages bring union members a larger 
or smaller share in the national income is beyond the 
control of trade unions; it depends upon the extent 

Tin other words, a rise in the supply price of union labor relative to 
other supply prices will increase the share of the national product going to 
union members if the elasticity of substitution is less than unity, and will 
diminish the share if the elasticity of substitution is greater than unity. 
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to which other types of labor or capital are substituted 
for union labor as union wage scales rise relative to 
other forms of compensation. When union members 
are about fifteen million out of a work force of sixty 
million, the possibility of substituting other forms of 
labor for union employees is undoubtedly very high. 
The substitution, of course, does not occur in the 
union plants themselves, but through the shift of busi- 
ness from union plants to nonunion and from the shift 
of buying from the products of union industries to the 
products of nonunion industries. Union membership, 
of course, might be concentrated in occupations in 
which the technological possibilities of replacing labor 
with machinery are small and in industries which make 
products that are inelastic in demand. Under those con- 
ditions a rise in union wages relative to other rates of 
compensation would increase the share of union mem- 
bers in the national product. These special conditions, 
however, must be regarded as unlikely. 

As the proportion of employees who belong to unions 
increases, the possibilities of substituting nonunion 
labor for union labor diminish and the ability of unions 
to raise the share of the national income going to union 
members increases. Even in an economy in which all 
workers, except perhaps a few self-employed, were un- 
ion members, the possibility of substituting capital for 
labor might be so high that unions would reduce rather 
than increase the share of labor in the national product 
by raising wage rates relative to interest rates. Certain- 
ly under present conditions any tendency of unions to 
raise wages faster than the increase in output per man- 
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hour may be expected to reduce the share of union 
members in the national product. In other words, un- 
der present conditions, unions must choose between 
whether they wish to get the largest possible wage in- 
crease for their members or the largest possible share 
for their members in the national product. So long as 
nonunion workers and capital are easily substituted for 
union employees, the two objectives conflict. Unions 
succeed in achieving one of these objectives only at the 
cost of failing to achieve the other. 

Even if the share of union members as a group in 
the national product is diminished by a rise in union 
wage rates faster than the gain in output per man-hour, 
may not the advance in union wage rates increase the 
average annual income of employees receiving the un- 
ion wage scale relative to the incomes of the rest of the 
community? This will depend upon how a change in 
union wage scales relative to other wages and to the 
incomes of self-employed affects the ratio of job seekers 
to the number of jobs in union plants. Let us assume 
that at a given wage there are 1,000 job seekers for every 
1,000 jobs in union plants — in other words, no un- 
employment. At a higher wage, there will be more than 
1,000 job seekers for every 1,000 jobs. If a rise in union 
wages of 10 per cent produces a more than proportion- 
ate increase in the number of persons attached to the 
occupation or industry, unions will reduce the average 
annual income (exclusive of unemployment compen- 
sation) of the persons attached to the union occupations 
or plants; if a given rise in wages produces a less than 
proportionate increase in the supply of labor attached 
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to the occupation or industry, advances in the union 
scale will raise the average annual income of persons 
who work at the union wage scale. If the ratio of job 
seekers to jobs rises faster than the ratio of union wage 
scales to other wages, unions may prevent a drop in the 
average annual income of their members by imposing 
the closed shop in union plants and restricting admis- 
sion to the union. 


VIII 

This analysis of the effects of union wage policies 
upon the national income and upon the incomes of 
union members shows that mere pressure of unions for 
higher wages, even when backed by abundant union 
treasuries and by great willingness on the part of union 
members to engage in long strikes, cannot be depended 
upon to raise the standard of living of the community 
as a whole, to increase the share of the national income 
going to union members, or to increase the average 
income of union members relative to the incomes of 
other members of the community. Obviously it is high- 
ly important that unions analyze carefully the results 
of their wage policies and do not take for granted that 
every increase in union wage scales is desirable, even 
from the standpoint of the union members. 

Fortunately there is a strong probability that union 
pressure for higher wages will accelerate technological 
progress and will stimulate the substitution of indirect 
methods of production for direct — the use of more 
chemists, engineers, physicists, and other technicians 
and of more equipment relative to routine production 
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workers. This assumes, of course, that the technicians 
are unorganized, or at any rate that their unions are 
weaker than the unions of the routine production 
workers. Despite the enormous good which unions 
are likely to do in accelerating technological progress, 
it remains true that collective bargaining must be ex- 
pected to prevent the achievement of the ideal product- 
mix, to cause a certain amount of wage-distortion un- 
employment, and perhaps to make the supply price 
of labor respond so quickly to increases in the demand 
for labor as to produce a substantial amount of chronic 
unemployment. 

In other words, setting wages by the bargaining 
power of unions and employers cannot be counted up- 
on to give proper representation to the interest of the 
community in the highest possible standard of living 
and in the fair distribution of income. Only by acci- 
dent and good fortune will the results of collective 
bargaining be satisfactory. Hence, trade unions, em- 
ployers, and the community must face the question of 
whether controls should be developed to guide the 
process of bargaining. 

The first step in the process of control is the develop- 
ment of a body of knowledge concerning the economics 
of wages — the relationship between wages and produc- 
tivity, the effect of changes in wage-price relationships 
upon the volume of employment and the size of the 
national income, and the possibility of increasing the 
size of payrolls at the expense of profits. Such knowl- 
edge may have only a limited effect upon negotiations 
in specific cases. Nevertheless, it is a necessary foun- 
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dation for an informed public opinion both within the 
trade union movement and in the community at large. 
Nor should the effect of knowledge upon the outcome 
of negotiations be underestimated. A conviction that 
one’s position is in the interest of the community as 
a whole increases the vigor and determination with 
which one supports that position. Hence, when a union 
or an employer has the public interest on its side, it 
supports its case with more than ordinary zeal. On the 
other hand, a party which has a weak case, according to 
generally accepted views of the public interest, is likely 
to be handicapped by knowledge of this fact. 

The second step in the control of the process of bar- 
gaining is the development of a national organization 
capable of representing the interests of labor as a whole. 
This matter will be discussed in subsequent chapters. 
Let me call attention here, however, to the fact that 
the 190 -odd national unions are not capable of looking 
at the interests of labor as a whole; each is too small a 
part of the whole. The principle of autonomy, which, 
as I pointed out in the first chapter, has guided the de- 
velopment of the American trade union movement, has 
prevented either of the two great federations from go- 
ing far in representing the interests of labor as a whole, 
especially in eases where the interests of labor as a 
whole conflict with the interests of particular unions. 

The great strength trade unions have acquired makes 
the well-established principle of autonomy in consider- 
able measure obsolete. Blind driving ahead by individ- 
ual unions for a higher price of labor can be disastrous 
for labor as a whole. If the trade union movement were 
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to be successful in developing an organization for rep- 
resenting the interests of labor as a whole, the problem 
of national wage policy would be largely solved, be- 
cause organized employees will soon be such a large 
part of the community that their interests as a group 
will coincide fairly closely with the interests of the 
entire community. 

Failure of the trade union movement to develop an 
organization for representing the interests of labor as 
a whole will probably force intervention by the govern- 
ment. The mildest kind of intervention would be en- 
couragement of a general rise in the price level, a rise 
sufficient to offset any tendency for unions to push up 
the price of labor faster than engineers and managers 
can raise output per man-hour. This might be accom- 
plished by credit policy and by fiscal policy. Such a 
policy might be sufficient to produce a satisfactory level 
of employment under collective bargaining. On the 
other hand, it might not be because it could not pre- 
vent developments in the structure of wages which im- 
pair the ability of the economy to give employment, 
such as the development of very high wages in the con- 
struction industry which limit the capacity of that in- 
dustry to provide investment outlets for the communi- 
ty’s savings. In fact, the effort of the government to 
encourage a rise in prices might accentuate the tenden- 
cy for some prices to advance faster than the general 
average. Consequently, the government might be com- 
pelled to undertake the formidable and hazardous task 
of enforcing a national wage policy which endeavored 
to control the wage structure. 
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The Government of Trade Unions 


I 

Trade unions aim to bring democracy and respect 
for human rights into industry. Should they themselves 
be democratic organizations? Are they democratic? Do 
they show respect for human rights in conducting their 
own affairs? Is democracy practicable in trade unions? 
Would democracy mean dissension and division? 
Would it handicap the unions in dealing with em- 
ployers? Are the members of trade unions competent 
to determine policies? If the rank and file had much 
to say about union policies, would these policies in- 
evitably be based upon inadequate information and 
fail to produce the results desired by the rank and file? 
What reforms are needed in the government of trade 
unions and how may they be achieved? 

II 

One might say that trade unions should be demo- 
cratic for the simple reason that the members of any 
organization, whether it be a union or a garden club 
or a church, ought to control it if they so desire. That 
is an unsatisfactory way of disposing of the question 
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because jt ignores the problems of whether democracy 
is needed in trade unions and whether it would work 
in unions. 

Democracy is needed in trade unions because there 
is room for great differences among the members in 
the objectives of unions, in their policies, and in the 
ways in which they conduct their affairs. As to objec- 
tives, there may be many differences of opinion con- 
cerning demands to be made on employers. Should the 
union press mainly for higher wages or for shorter 
hours? Should it limit its wage demands in order to get 
a welfare fund? Should it seek to eliminate piecework 
or bonus plans? Should it demand that reductions in 
the demand for labor be met by equal division of work 
or by dropping the junior men? Should it demand 
department or plant seniority rules? Should it seek a 
uniform wage increase for all workers in the plant or 
the elimination of inequalities? Should it bargain with 
groups of employers, imposing a uniform rate on each 
member of the group, or should it make individual 
bargains with different enterprises, varying the rate of 
pay in accordance with the ability of the enterprise to 
pay? Differences over objectives may relate to non- 
bargaining activities of the union. Should it operate a 
pension plan or a sick benefit plan or a medical center? 
Should it provide housing for members? Should it start 
a bank? 

Differences also are likely to exist over policies. How 
fast should the union attempt to push up wages? How 
much unemployment should it risk by pressing wage 
demands? Should the men strike rather than accept a 


[ 100 ] 



GOVERNMENT OF UNIONS 

given compromise? Should they strike in sympathy 
with another unions Should they refuse to handle parts 
made by a rival union? Should they honor a picket line 
established by another union? 

Finally, conduct of the union’s own affairs produces 
many issues on which the members may differ. Should 
the union broaden its jurisdiction to admit workers 
in related industries? Should it limit itself to skilled 
craftsmen or open its doors to semiskilled specialists? 
Should it increase its dues in order to build up a de- 
fense fund? How far should it go in transferring policy- 
making from the local unions to the national? How 
frequently should the union have a convention, and 
what authority should the convention have to change 
the constitution of the union? What authority should 
be given the union president? What reports should the 
officers make to members? For what offenses should 
members be disciplined? How should charges against 
members be tried? 

The admission requirements of unions, the offenses 
for which men may be disciplined, the processes by 
which charges of violating union rules are tried are 
important because about seven million workers are em- 
ployed in either closed shops or union shops and about 
four million more work under maintenance-of-mem- 
bership clauses. This means that there are seven million 
jobs in the United States which can be held only by men 
who can satisfy the admission requirements of unions 
and eleven million which can be held only by men who 
are in good standing in their unions. Plainly the ad- 
mission requirements of unions and the administration 
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of discipline by unions are affected with a public 
interest. 

Ill 

Before we ask whether democracy in unions is practi- 
cable, let us look at the principal facts of trade union 
government: 

1. Admission requirements. 

2. The making of union policies. 

3. The execution of union policies. 

4. Powers of the president. 

5. Voting rights of members. 

6 Administration of discipline. 

1. Admission requirements. In general, unions admit 
any properly qualified worker without regard to creed, 
politics, or race and without imposing onerous eco- 
nomic restrictions. And yet restrictions are far from 
rare. The wire weavers admit only Christians and the 
railway carmen and the masters, mates, and pilots re- 
quire belief in a Supreme Being. 1 A substantial number 
of unions bar Communists and others deny Commun- 
ists the right to hold office. The United Mine Workers 
is one of the unions barring membership to Commun- 
ists. The carpenters’ union is another. The A. F. of L. 
at its 1939 convention advised its constituent unions to 
exclude Communists. 2 A number of pinions still ex- 
clude women. Discrimination against Negroes is the 
most important restriction on union membership. 
About twenty national unions exclude Negroes either 
by their constitutions or by their rituals. Many local 

1 Joel Seidman, Union Rights and Union Duties , p. 37. 

* Proceedings of the Fifty ’Ninth Annual Convention of the A . j?. of L 
1939, p. 505. 
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unions exclude Negroes where the nationals do not. 
Some unions discriminate against Negroes by putting 
them in separate locals or by limiting their right to 
hold office. 

A few unions require candidates for admission to 
serve onerous apprenticeships, but in most cases the 
terms of apprenticeship are reasonable and experience 
at the trade is counted as equivalent to apprenticeship. 
The variation in admission fees is wide. Some nationals 
limit the fees which their locals may charge. The Amal- 
gamated Clothing Workers puts the limit at $10, the 
bricklayers at $100, and the lathers at $100. Initiation 
fees of $200 or more, however, are far from rare, espe- 
cially in the building trades. The glaziers in Cincinnati 
charge $400 and in Chicago $1,500. Some locals of the 
motion picture operators charge $500 to $600. A large 
local of the teamsters’ union in New England, against 
the advice of its officers, put the initiation fee at $250. 
Soon the rank and file began to ask that their friends 
and relatives be 1 taken in for less. As a result, the high 
fee was repealed. Most restrictive of all is the refusal 
of a local union to admit anyone. Sometimes the rule is 
that no one will be admitted while members are out of 
work. The influence of the national officers of unions is 
almost invariably against the refusal of locals to accept 
members. The national officers know that this refusal 
in the long run will weaken the union by forcing a 
larger and larger proportion of the workers in the 
occupation or industry into nonunion shops. 

2 The making of trade union policies. The supreme - 
policy-making body in most national unions is the con- 
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vention which is composed of delegates from local 
unions Locals may have votes in proportion to their 
members, or a limit may be set on the votes given the 
large locals. The conventions of the Typographical 
Union, the photo-engravers, the automobile workers, 
and a few others meet every year. More common is a 
convention every other year, or every three or four 
years. During the depression many unions voted to skip 
the convention. The tobacco workers went thirty-nine 
years without a convention . 3 

The convention usually has authority to amend the 
constitution of the union with or without submission 
of the amendments to a referendum by the rank and 
file. In a few unions, such as the Typographical Union, 
national officers are elected by popular vote. In most 
cases, however, officers are elected by the convention. 

Although the convention is the supreme body in the 
national union, the real government of the union is 
usually in the hands of the national executive board. 
There are two principal reasons for this. One is that 
most policy decisions cannot be held up until the union 
holds its regular convention. Hence most of them are 
made by the executive boards and ratified, if that is 
necessary, by the convention. The second reason is that 
the executive boards are composed of the men with 

8 Among 144 unions (104 A. F of L. and 40 CIO) the frequency of 
conventions is as follows* one year, 27; two years, 41; three years, 11; four 
years, 20; five years, 9, otherwise specified or information not available, 36. 
The great expense of conventions frequently leads them to be postponed 
Among the 40 C.I O. unions, 12 hold conventions every year and 13 every 
two years; among 104 A F. of L unions, only 15 hold conventions every 
year and 28 every two years. 
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the greatest personal influence in the union — full-time 
officers of the union, the president, vice presidents, and 
secretary-treasurer. These are the men who administer 
the policies of the union. The knowledge and power 
which the officers get as administrators of policies en- 
hances their influence as policy-makers 

3. The execution of union policies. The execution 
of policies in most unions either is in the hands of 
the national officers or is supervised by them. The 
building trades’ unions are to a considerable extent an 
exception to this general rule, partly because compe- 
tition in this industry is largely local and partly because 
the local unions are able to take care of themselves. 
There are many reasons for the ascendancy of national 
officials, but the principal one is that much of the work 
of running the trade unions requires skilled personnel 
and large resources. The national is better able to sup- 
ply these than the locals. Consider the matter of organ- 
izing the unorganized. It is such a difficult job and 
requires so much money and so much expert personnel 
that locals do not attempt it except on a small scale. 

Most important of all in explaining the growing 
control of the national unions over the locals are the 
advantages of requiring national approval of strikes by 
locals and of centralizing union funds in the hands of 
the national. In these ways locals are protected from 
starting hasty and ill-advised strikes which they are al- 
most certain to lose, and the strikes which do occur are 
more adequately financed. A study of the constitutions 
of 104 A. F. of L. unions shows that 53 require national 
approval of strikes before they are legal under the laws 
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of the union and 6 require approval by the national in 
nearly all cases but permit locals to call strikes with- 
out national approval under certain conditions. Of the 
unions which do not require national approval of 
strikes, 6 are unions of government employees or 
teachers which do not expect to use strikes Among 36 
C.I.O unions studied out of a total of 40 in the feder- 
ation, 24 require national approval in all cases and 3 
more require approval in nearly all cases. 

The requirement that locals may strike only with 
the approval of the national means that the negotiation 
of agreements falls largely into the hands of nationals. 
As a matter of fact, local officials are usually glad to shift 
the responsibility. It is easy for them to be uncom- 
promising and to let national representatives assume 
the blame for accepting compromises. 

Even the administration of trade agreements, espe- 
cially the handling of important grievances which in- 
volve disputes over the meaning of an agreement, is 
shifting into the hands of nationals. One reason is that 
the national representatives of the union are better 
fitted to handle cases than local business agents. Na- 
tional representatives are selected by the presidents of 
unions, usually from among the more successful local 
business agents; business agents, on the*other hand, are 
usually elected by the rank and file. The presidents 
ordinarily select for national representatives better 
men than the local rank and file pick as business agents. 
Another reason why the administration of agreements 
is shifting into the hands of the national unions is that 
many agreements cover large companies in which there 
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are many locals. In such cases grievances which are 
appealed to top management or to an umpire are usual- 
ly handled for the union by a national representative 
or a district representative. 

4. The powers of union presidents. Union presidents 
do not as a rule have the complete authority over sub- 
ordinates which corporation presidents possess, but 
many of them have something close to it, and their 
power is increasing The growing responsibility of the 
national union for organizing the unorganized, for 
negotiating and administering trade agreements, and 
for dealing with government agencies means that the 
union needs a large number of national representatives. 
Some of the large or moderately large nationals have 
over 200 organizers or national representatives. In 36 
out of 88 A. F. of L. unions, the appointment of nation- 
al representatives is the exclusive responsibility of the 
president, in 20 they are appointed by the president 
with the approval of the executive board, in 3 they are 
appointed by the executive board. In 29 cases the con- 
stitution of the union does not cover the point. Among 
C.I O. unions the powers of the president are much 
more limited. Among 36 C.I.O. unions the appoint- 
ment of national representatives is the exclusive re- 
sponsibility of the president in only one, in 21 they are 
appointed by the president with the approval of the 
executive board, and in 5 they are appointed by the 
executive board. In 9 cases the constitution does not 
cover the point. 

It is plain that the right of the president to appoint 
national representatives gives him enormous political 
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power in the union. This, however, is only a small part 
of the power now possessed by many union presidents. 
The following statements are based upon an exami- 
nation of 88 constitutions of A. F. of L. unions. In 
8 national unions the president may remove any 
international officer, and there is no appeal from his 
decision. In IB national unions the president may sus- 
pend and revoke the charters of locals without appeal; 
in 1 2 national unions the president may discipline and 
replace local officers without appeal. In a greater num- 
ber of cases the president may do these things — remove 
international officers, suspend or revoke local charters, 
and discipline or supplant local officers — subject to an 
appeal to the executive board. 4 If the president controls 
the executive board, as he usually does, this appeal 
means little. In many unions the executive board may 
take action from which there is no appeal. For example, 
in 15 A. F. of L. unions the executive board may re- 
move an international officer (one of its own members) 
without appeal; in 25 cases it may suspend or revoke 
local charters; in 11 cases it may discipline and sup- 
plant local officers. On the other hand, no one of 36 
C.I.O. unions studied gives the president authority to 


* For example, m 20 A F, of L. unions the president may appoint inter- 
national representatives with the approval of the executive board, m 12 
cases he may remove representatives with the approval of the board, in 
20 cases he may suspend or revoke local charters with the approval of the 
board; in 27 cases he may discipline or supplant local officers with the 
approval of the board In 20 CiO unions the president may appoint 
international representatives with executive board approval; m 3 cases he 
may suspend or revoke local charters with the approval of the board; and 
in 4 cases he may discipline or supplant local officers with the approval 
of the board. 
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remove international officers without appeal, and only 
3 give him authority to discipline or supplant local 
officers without appeal. In several C.I.O. unions the 
executive board may take action from which there is 
no appeal. In 6 unions the executive board may remove 
an international officer without appeal, in 12 unions it 
may suspend or revoke charters, in 7 unions it may 
discipline or supplant local officers. 

The authority granted to remove officers or revoke 
charters is not limited to specific causes. The consti- 
tution of the Retail Clerks’ International Protective 
Association permits national officers to suspend locals 
“for any act of insubordination against the authority 
of the International.” There are no provisions for trial, 
hearing, or defense. The president of the United Mine 
Workers, with the approval of the executive council, 
may remove any international officer “for insubordi- 
nation or just and sufficient cause.” 5 Most sweeping of 
all is the provision in the by-laws of the American 
Federation of Musicians which describes the duty and 
authority of the president thus: 

It shall be his duty and prerogative to exercise supervision 
over the affairs of the Federation; to make decisions m cases 
where, in his opinion, an emergency exists; and to give effect to 
such decisions he is authorized and empowered to promulgate 
and issue executive orders, which shall be conclusive and bind- 
ing upon all members and/or locals; any such order may by its 
term (a) enforce the Constitution, By-Laws, Standing Reso- 
lutions, or other laws, resolutions or rules of the Federation, 
or (b) may annul and set aside some or any portion thereof, 
except such which treat with the finances of the organization 

'Joel Seidjnan, Unton Rights and Duties, pp. 26-27. 
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and substitute therefore other and different provisions of his 
own making; the power to do so is hereby made absolute in the 
President when, m his opinion, such orders are necessary to 
conserve and safeguard the interests of the Federation, the 
Locals, and/or members 6 

5. Voting rights of members. Nearly all unions give 
the same voting rights to all members, except that large 
locals are sometimes not given representation at the 
union conventions in proportion to their strength. 
This is not inequitable as many small locals cannot 
afford to send delegates. Several unions, however, have 
recently established Class B membership, which does 
not have full voting rights. In the carpenters’ union, 
for example, Class B members, who are usually semi- 
skilled production workers and who do not participate 
in the union’s insurance schemes, have no voting rights 
in the national convention. In the electrical workers’ 
union (A. F. of L.), locals composed of Class B mem- 
bers have only one vote in the convention. 

6. Administration of discipline. Many unions, in or- 
der to protect themselves against members who are 
agents of employers or of outside political groups, per- 
mit members to be disciplined for such vague offenses 
as “slandering an officer,” “creating dissension,” “un- 
dermining the union or working agaifist its interest,” 
“action which is dishonorable or which might injure 
the labor movement,” “circulating written material 
dealing with trade union business without permission 


e Constitution, By-Laws, and Standing Resolutions of the American 
Federation of Musicians , 1941 edition. Art. 1, Section 1, p. 19. 
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of the general executive board .” 7 When union disci- 
pline under these vague and general phrases or similar 
ones conflicts with the ordinary duties and rights of a 
citizen, the courts, if appealed to, will give redress, as 
in the case of a member of one of the railroad brother- 
hoods who was expelled for signing a petition to the 
legislature asking reconsideration of a full-crew law , 8 
a member of the musicians’ union who was expelled for 
playing in an army band, a member of the plumbers’ 
union who was expelled for using his own judgment 
instead of following the union’s instructions while serv- 
ing on a plumbing board, or members of various unions 
who were expelled for testifying truthfully before a 
court or a commission. 


IV 

How shall one interpret this picture of the govern- 
ment of trade unions? Are trade unions democratic? 
If democracy means active participation by the rank 
and file in policy-making, the answer for most unions is 
“No.” At the local level and on many minor matters 
there is fairly broad participation by members in 

7 Philip Taft, “J u ck cia * Procedure in Labor Unions,” Quarterly Journal 
of Economics, May, 1945, pp 370-335 Examination of the constitutions of 
81 unions by Professcfr Taft showed the several offenses made punishable as 
follows* slandering an officer, 29 unions; creating dissension, 15 unions, 
undermining the union or working against its interest, 20 unions; action 
that is dishonorable or which might injure the labor movement, 25 unions; 
and circulating wiitten matenal dealing with union busmess without per- 
mission of the general executive board, 21 unions. 

8 See Spayd v . Ringing Rock Lodge, 270 Pa 67. See John P. Troxell, 
‘'Protecting Members' Rights Within the Union,” American Economic Re - 
view. Supplement, March 1942, pp. 460-475. 
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policy-making. At the national level, policies are made 
by the professional leaders of the union. 

This does not mean the rank and file lack influence. 
Their influence is great, but influence is not partici- 
pation. If democracy simply means strong rank and file 
influence, most unions are democratic. The typical sit- 
uation in a union is similar to that found in most or- 
ganizations, churches and clubs of all sorts. There is 
a minority which is sufficiently interested in the affairs 
of the organization to attend business meetings and to 
participate actively in discussing problems In the case 
of unions this minority usually asks the officers to press 
for stiff demands — suffer than employers would be 
willing to grant without a long fight, stiff enough to 
force many employers out of business. In order to avoid 
trouble, the great majority of the union would settle 
for much less than the active minority demand. 

Quite naturally the professional leader feels on the 
spot. If he disappoints the active minority too deeply, 
his leadership will be challenged. If he gets the inactive 
majority into too much trouble, he may provoke revolt 
also. He compromises, as, of course, he must. Usually 
he is more interested in placating the active minority 
than the inactive majority because he knows that the 
support or opposition of the active members is more 
important than the support or opposition of the in- 
active members. The record shows that union officials 
lose their jobs, not for being too radical for the ma- 
jority, but for being too conservative for the minority. 

If by democracy is meant active competition for of- 
fices, the question as to democracy in unions must be 
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answered by “Yes” and “No.” At the local level there 
is often competition, sometimes on a personal basis and 
sometimes on a policy basis. For example, a man may 
run for office on the ground that a younger and more 
active man is needed, or he may run on a “be tough to 
management” platform, alleging that the incumbent 
has learned to see problems too much from manage- 
ment’s point of view and that he has grown away from 
the men in the shop. 

At the national level, competition for offices is the 
exception rather than the rule, especially among the 
older unions. The International Typographical Union 
is a striking exception to this rule. Typical of the great 
majority of national unions are seven studied by Taft. 9 
During the period 1910 to 1941, these seven unions 
held 764 elections to national offices. In 634 elections 
there was only one candidate. In 63 presidential elec- 
tions there were nine contests. In three unions (street 
railwaymen, teamsters, and bricklayers) there were no 
contests in thirty-one years; in the carmen’s union there 
was only one. 

It is not surprising to find that the typical term of 
service of union presidents is quite long — despite the 
fact that many men do not reach the presidency until 
they are at leasts middle-aged. Daniel Tobin has been 
president of the teamsters since 1907; George Berry, 
president of the pressmen since 1908; William L. 


®These unions are the carmen, the street railwaymen, the teamsters, the 
carpenters, the barbers, the bricklayers, and the hotel and restaurant work- 
ers. See Philip Taft, “Opposition to Union Officers in Elections,” Quarterly 
Journal of Economics r, February, 1944, pp. 246-264. 
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Hutcheson, president of the carpenters since 1915. 
Joseph Weber served as president of the musicians for 
forty years, from 1900 to 1940. Among 89 union presi- 
dents who were in office in November, 1946, 23 had 
served sixteen years or more and 52 had served more 
than five years. 

If one asks whether unions give their members what 
they want, the proper answer is that for most unions 
the question is irrelevant. The great majority of the 
members do not have much opportunity or desire to 
consider and discuss alternative policies. Hence they 
are not to be regarded as making a choice. The proper 
question to ask is: “Do the members like what they 
get?” The answer to that question is usually “Yes.” 

V 

What changes are needed in trade union govern- 
ment? Let us draw up a few standards which a properly 
administered trade union government ought to satisfy. 

1. Admission requirements. Unions should be open 
to all qualified persons without regard to race, creed, 
or political belief. Some people will ask, “Must unions 
take in Communists?” That depends upon circum- 
stances. Certainly trade unions should be permitted to 
reject applicants who are believed to 'be entering the 
union to change its purposes, in order to convert it from 
a bargaining agent of workers into the tool of a par- 
ticular party. In other words, if Republicans, Demo- 
crats, or Communists join a union to convert it into a 
political club, the union is justified in expelling them. 
On the other hand, the mere fact that a man belongs to 
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a given party, whether it be Republican, Democratic, 
or Communist, does not justify a union in excluding 
him. 10 

2. Voting privileges. All members of the union should 
have the same right to vote. It is not incompatible with 
this principle to place reasonable restrictions on the 
representation given to large locals in conventions or 
to restrict voting on certain matters to certain mem- 
bers; for example, restricting voting on questions of 
insurance to the members who are paying for insur- 
ance. This principle does preclude dividing members 
into two classes, such as A and B, with one class having 
incomplete voting rights 

3. Honesty of elections The union constitution 
should contain effective provisions for assuring honest 
elections. Among other things this means that every 
candidate should be assured a representative on the 
board which canvasses the results. 

4. Reports to members. Members are entitled to clear 
and reasonably complete financial statements audited 
by a certified public accountant. 

5. Retirement plan and pensions for officers. It is 
only fair that unions give to their officers as liberal pen- 
sions as they ask that industry give to its employees. 
Efficient administration would also be promoted by 
compulsory retirement at the age of 70. The Inter- 

10 Obviously a union is justified m excluding a man who is suspected of 
joining to spy on it for an employer or for another union Likewise a union 
is justified m rejecting applicants who have a bad recoid for union loyalty 
or who have been expelled from other unions for violating rules, just 
as employers are justified m refusing to hire men with bad records as 
employees. 
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national Ladies’ Garment Workers’ Union has recently 
established a retirement fund for its paid officers. 11 

6. Administration of discipline. Some discipline for 
broad and vague offenses probably must be permitted. 
One does not like to see men tried for such offenses as 
“creating dissension’’ or “slandering an officer,” but 
the fact remains that these tactics are regularly used 
by Communists and by agents of employers. The 
charge, however, should be more serious than “creating 
dissension” or “slandering an officer.” Those offenses 
might be committed on a trivial scale The only justifi- 
cation for permitting men to be tried for vague of- 
fenses is the protection of the life of the union against 
serious danger. Hence when men are tried for vague 
offenses, the charge should be “gravely jeopardizing 
the welfare of the union.” Such a charge places a much 
greater burden of proof upon the accuser than a charge 
of “creating dissension” or “slandering an officer.” 
Since trial boards are often controlled by the adminis- 
tration, the accused is entitled to have any discipline 
imposed upon him reviewed for its reasonableness by 
an outside neutral agency. No union constitution, to 
my knowledge, makes provision for such review. 

7. Separation of policy-making and policy-executing. 
It is unsatisfactory to have policy-mSking dominated 

“Two- thirds of the cost of the pension fund will be borne by the 
union and one-third by the officers. Benefits will be paid to male officers 
retiring at sixty and to women retiring at fifty-five Pensions will be based 
on length of service with 2 pei cent of normal salary allowed for each year 
up to a maximum of 50 per cent Persons who are voted out of office before 
retirement will receive a full refund of their contributions About 700 
officers are covered by the plan Benefit payments will begin on January 
1, 1949. 
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by the national officials who are responsible for policy- 
executing. The national officers, quite properly, regard 
themselves as more or less permanent officials. Their 
duties of dealing with employers and government agen- 
cies require technical skill and their usefulness in- 
creases with experience. And yet when most of the 
policy-making for the union is done by more or less 
permanent, full-time officials, the participation of the 
rank and file in the affairs of the union is severely 
restricted. 

The rank and file are obviously unqualified to decide 
many matters of union policy, especially matters of 
wage policy. Furthermore, the union cannot afford to 
have its unity jeopardized by bitter campaigns in which 
competition over policies is mixed with competition 
for offices which carry with them a livelihood The best 
solution is to change the composition of the national 
executive boards of unions from paid officers to men 
from the shops who serve on a per diem basis, and who 
make policy with the advice and help of the profession- 
al officers. Along with this change should go the adop- 
tion of the rule that the professional officers shall serve 
indefinitely, being subject to removal only for inef- 
ficiency or misconduct. 

The advice of experienced and well-informed pro- 
fessional officers in matters of policy would probably 
carry great weight with the nonprofessional executive 
board Hence, the formal change in the policy-making 
machinery would not change the men who really de- 
cide questions of policy. Nevertheless, the change 
would be an important one in two respects. It would 
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improve communication between the rank and file of 
the union and the professional leaders, a need which 
is almost as important as the need for better communi- 
cation within corporations. It would mean that union 
policies would be changed without changing the full- 
time and more or less permanent officers of the union. 
Consequently, it would save members who advocate 
policy changes from the necessity of attempting to dis- 
place the professional officers of the union. 

VI 

What can be done to bring about the reform of union 
government? Should action be left to the decision of 
unions themselves or should the federal government 
and the states establish certain standards which unions 
must meet? The government would be wise to move 
slowly in intervening in union affairs. Three matters, 
however, involve such fundamental interests that action 
by the government seems to be called for. They are (1) 
assuring fair admission requirements; (2) protecting 
members from unfair discipline by unions; and (3) 
protecting locals from arbitrarily and unfairly being 
deprived of self-government. 

1. Admission requirements. The prevalence of closed 
and union shops requires statutes forbidding unions 
from denying admission to any properly qualified per- 
son on the ground of race, creed, or politics. It would 
be unconstitutional for the government to bar Negroes 
from running locomotives or from plumbing or carpen- 
try. What would be unconstitutional for the legislature 
to do should not be permitted by a private organization. 
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Unions which charge unreasonable initiation fees or 
which exclude properly qualified persons because of 
race, creed, or politics should be forbidden to negotiate 
closed-shop or union-shop contracts and should not be 
eligible for certification as bargaining agents. 

2. Discipline of members. Since eleven million 
Americans hold their jobs only so long as they are in 
good standing in unions, the administration of disci- 
pline by unions is a matter of public interest. A partial 
solution is a federal statute applicable to all employers 
subject to the Wagner Act making it an unfair labor 
practice for an employer to discharge an employee be- 
cause of loss of good standing in a union unless the 
reasonableness of the discharge has been upheld, on 
appeal by the employee, by the same umpire who passes 
on discharges by the employer. If the agreement pro- 
vides for no umpire, the worker might be permitted 
to appeal to the National Labor Relations Board, just 
as he might appeal a discharge by the employer for 
union activity. 

Such a statute would protect men from unjust dis- 
charge. but not from unjust expulsion from the union. 
In other words, union officers might still get rid of an 
inconvenient critic. Since the administration controls 
the trial machinery in the union or can usually do so if 
it desires, the only effective protection against arbitrary 
expulsion is appeal to an outside body. Appeal to courts 
is too slow and costly. Furthermore, courts usually pass 
only on the question whether the man had a fair 
trial, not on whether his offense warranted the penalty. 
The most appropriate arrangement is appeal to the 
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National Labor Relations Board on the ground that 
the complainant is being deprived of union member- 
ship for an offense which he did not commit or which 
does not warrant such an extreme penalty The work of 
the National Labor Relations Board and its staff m 
investigating alleged discriminatory discharges by em- 
ployers would make the Board an appropriate agency to 
investigate alleged unjust expulsion by unions. State 
statutes are needed to protect men who are not covered 
by the Wagner Act. 

3. Protecting local unions from being arbitrarily de- 
prived of self-government. This is another problem 
which requires a flexible, administrative approach be- 
cause the seizure may be reasonable or unreasonable, 
or, if reasonable, it may be unreasonably prolonged. 
Again the practical remedy seems to be new authority 
for the National Labor Relations Board. The Board 
should be authorized to determine whether the mem- 
bers of a local (or the district) are being unfairly and 
unreasonably deprived of the right to be represented 
by agents of their own choosing. The offense is ana- 
logous to the interference by employers with the self- 
organization of employees. The National Labor Re- 
lations Board is obviously an appropriate body to 
determine this issue. 

Beyond these three steps intervention by the govern- 
ment does not seem to be called for. Government super- 
vision of union elections has been suggested. The task, 
however, would be enormous, greater by far than is 
warranted by the problem. Furthermore, supervision 
of elections by the government could itself be danger- 
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ous, leading to too much influence by government in 
the affairs of unions Another suggestion is that unions 
be required to publish financial reports in order to be 
eligible for certification under the Wagner Act. Im- 
portant as such reports would be in encouraging more 
businesslike practices in unions and in discouraging 
expense account abuses, my vote would be against 
requiring them. They are not related with sufficient 
closeness to the rights of members or the process of 
collective bargaining 

Should the government seek to encourage broader 
participation by the rank and file in union affairs by 
requiring that policy-making and policy-executing be 
separated and by requiring that the responsibility for 
policy-making between the conventions of unions be 
vested in nonprofessional executive boards? The an- 
swer to this question is obviously “No.” Each union 
must plan the structure of its own government to meet 
its own conditions and needs. Furthermore, changes of 
the sort suggested would mean nothing if imposed from 
the outside. 

Is there any likelihood that unions themselves will 
alter their governments in order to give more partici- 
pation to nonprofessionals in policy-making? Are not 
the full-time officers of unions bound to doubt the com- 
petency of nonprofessional boards to decide difficult 
questions of policy? Are they not bound to fear that 
such boards will get the union into trouble with em- 
ployers and with other unions? Are they not bound to 
fear that such boards will be a threat to the influence 
and prestige of the paid officers? 
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Many paid officers of unions would undoubtedly op- 
pose the creation of nonprofessional executive boards. 
Nevertheless, I believe that the proposal would meet 
with approval from many labor leaders who have de- 
voted their lives to building up trade unions. Most of 
these men are sincerely devoted to the democratic 
philosophy. They have fought hard to bring democracy 
into industry. Many of them are disturbed by the in- 
adequate participation of the rank and file in the 
affairs of unions, and they are looking for ways of 
increasing the interest of the members. Nor are most 
professional leaders likely to believe that nonprofes- 
sional executive boards would fail to give careful at- 
tention to the recommendations of the professional 
leaders. They know that the views of the professionals 
would carry great weight. They know that the conven- 
tions which usually have the duty of electing members 
of the executive board would take this responsibility 
seriously and would be careful to pick men of experi- 
ence and mature judgment. 

Whether the proposed change in the government of 
trade unions is regarded favorably or unfavorably by 
the unions themselves, it is clear that the change must 
come from within. In fact, the whole problem of de- 
veloping broader participation in th£ affairs of unions 
can be solved only by the unions themselves. All that 
outside agencies can do is to give some protection to dis- 
senters within unions and to prevent men from being 
disciplined or expelled because of their views on prob- 
lems of union policy. 
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VII 

The proposals for the improvement of trade union 
government which I have outlined will be anathema 
to some pioneer trade unionists who battled valiantly 
to build unions before the days of the Wagner Act. 
These men were brought up to regard unions as pri- 
vate clubs. This conception of trade unions is obsolete. 
The proposals which I have made are based upon the 
assumption that unions are quasi-public organizations 
and that their activities are affected with a public in- 
terest. However reluctant you and I may be to abandon 
the private club conception of unions, acceptance of 
this new conception of trade unions is inevitable. This 
new conception of unions springs from the fact that 
millions of jobs may be held only by men whom trade 
unions are willing to accept as members. It springs 
from the fact that additional millions of jobs may be 
held only by men who are in good standing in unions. 
It springs from the fact that the government has con- 
ferred on unions the exclusive right to bargain for mil- 
lions of workers — to make bargains which determine 
the conditions under which these men shall work and 
the conditions which they must obey or be discharged. 

No government would be worthy of the name which 
gave such tremendous power to private organizations 
without taking steps to see that the power was exercised 
in the public interest. 
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Chapter V 


The Problem of Industrial Peace 


i 

Roughly 12,000 trade agreements between em- 
ployers and unions are said to come up for renewal 
each year . 1 If this estimate is correct, the proportion of 
agreements settled without strike or lockout in most 
prewar years has been roughly four out of five. This 
is a good record. During the last year, however, it has 
piobably not been more than three out of four . 2 

It is important that collective bargaining have a good 
record of settling disputes. The economy is highly 
interdependent, and is becoming more so. As trade 
unionism spreads and as the area of bargaining grows, 

1 Precise information on this point is lacking The estimate is that of 
Mr. Ronald W Houghton, special assistant to the director of the U. S 
Conciliation Service It is based upon an estimate that there are about 
50,000 trade agreements between employers and uifrons (New York Times, 
September 11, 1946) I think that the estimate is substantially too low 

*The figures compiled by the U. S Bureau of Labor Statistics are woe- 
fully inadequate These figures should show what proportion of agreements 
are renewed without strike year by year. They should show a breakdown 
by industries, by national unions, by A F. of L , CJ O , and independent 
unions, and by duration of the collective bargaining relationship. Until 
properly classified data are available, students of industrial relations will 
be pretty much in the dark concerning where the incidence of strikes is 
highest. 
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the failure of the two sides to reach agreement means 
that the community is cut off from a large part or all 
of the output of essential commodities. When the work- 
ers and the employers in an industry ask the community 
to go without an important commodity or service, such 
as coal, steel, trucking service, elevator service, steam- 
ship service, or railroad service, in order that the union 
and the employers may test which is willing to stand 
the longer shutdown, they are asking an extraordinary 
favor of the public. 

Contrary to the impression of many people, the right 
to shut down an industry m order to force an increase 
in wages or to prevent such an increase is not a funda- 
mental right; it is a privilege. Among sellers, only 
employees are permitted to combine to raise the price 
of their product. Coal miners may combine to raise 
their wages; but if coal operators combined to raise 
the price of coal, they would soon be in trouble 
under the antitrust laws. Only in buying labor are 
employers permitted to combine for the purpose of 
keeping down the price which they pay. Meat packers, 
for example, may combine to keep down the price of 
labor. Were they to combine to keep down the price 
of hogs or cattle, they would be in trouble. Both unions 
and employers, therefore, should exercise great inge- 
nuity and determination to make collective bargaining 
produce settlements. If it produces strikes or lockouts 
in important industries very frequently, the communi- 
ty is bound to take away the extraordinary privilege 
now given trade unions and employers in bargaining 
over the price of labor and to replace collective bar- 
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gaining with a different process. 

Just how is collective bargaining supposed to work? 
How does it work? What methods and procedures have 
been developed to facilitate the process of negotiation 
and to make negotiations more likely to produce settle- 
ments? What can be done to improve the process of 
collective bargaining and to make it more effective both 
in averting strikes and lockouts and in building better 
relations between employers and unions? Are there 
new approaches to negotiations and new methods of 
negotiation which promise better results than tra- 
ditional methods? Can standards of good negotiating 
practice be drawn up so that conciliators and the 
public will be able to know -whether or not the two 
sides have made a reasonably conscientious effort to 
compose their differences before resorting to strikes 
or lockouts? What are the possibilities and limitations 
of supplementing negotiation between the parties by 
conciliation or arbitration? What principles should 
guide the work of conciliators? When should concili- 
ators intervene and when should they keep out? What 
are the obligations of trade unions and employers to 
accept arbitration rather than cut off the community 
from important or essential commodities or services? 

Most of these questions have received little atten- 
tion. In particular, the community does not realize that 
there may be good or bad practice in conducting ne- 
gotiations. Furthermore, the idea has not been devel- 
oped that both unions and employers have an obli- 
gation to the community to adopt the best possible 
negotiating methods and to make every reasonable 
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effort to reach agreement. Likewise, the idea has not 
been developed that the two parties have an obligation 
to give fair consideration to the possibility of arbi- 
tration, and not to reject arbitration without good rea- 
son. This chapter will explore the conditions which 
determine the success of collective bargaining in fixing 
the terms of the labor contract, and the possibilities of 
making it an even more useful and successful instru- 
ment for avoiding strikes and lockouts. 

II 

Let us first look at the theory or the ideal of col- 
lective bargaining. Unfortunately, carefully formulated 
and comprehensive statements of the theory are virtual- 
ly nonexistent. Hence, it is necessary to piece together 
a general theory from isolated statements and from the 
actual behavior of unions and employers. 

The theory of collective bargaining assumes that it 
is satisfactory to adjust wages and working conditions 
on the basis of the bargaining power of trade unions 
and employers. Employees are protected in the right to 
organize on the ground that they need to combine in 
order to have roughly the same bargaining power as 
employers. The bargaining power of each side is deter- 
mined by several elements, but the most important one 
by far is the willingness of each side to stand a shut- 
down rather than to accept certain terms. Hence, the 
willingness to stand a shutdown is the real force behind 
the position taken by each side in the negotiations. 

What determines whether bargaining produces a 
settlement or a strike or lockout? This depends upon 
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how accurately each side judges the other’s willingness 
to stand a shutdown. If each side knew accurately the 
other side’s willingness to fight, there would never be 
a strike or a lockout. Disputes would be settled on the 
terms which equated the willingness of the two sides to 
stand a shutdown. The union would know that it could 
not get more and would not have to accept less The 
employer would know that he could not settle for less 
and would not have to give more . 3 If either side over- 
estimated the willingness of the other to fight (while 
the second side did not underestimate the willingness 
of the first to fight), there would not be a strike or 
lockout; rather there would be a range of wages or 
conditions at which each side would prefer to settle 
rather than to fight. If, however, either side under- 
estimated the willingness of the other to fight, a strike 
or lockout would be inevitable, unless the underesti- 
mate by one side was offset by an overestimate by the 
other side or unless the underestimate was corrected. 

Willingness to fight is frequently quite indefinite. 
Each side may be more or less uncertain concerning the 
terms which it might accept in order to avoid a fight. 

8 For example, m order to force a certain wage increase, say 10 cents an 
hour, the union members might be willing to strike for eight weeks Rather 
than grant the increase, the employer might be willing to shut down for 
ten weeks The settlement would not be for so high an increase as 10 cents, 
because the employer would be willing to stand a longer shutdown to pre- 
vent it than the union would be willing to stand to get it To prevent a 
smaller increase, say of 5 cents an hour, the employer might be willing to 
shut down for five weeks, but to get the increase the union might be 
willing to strike for six weeks The settlement would not be€or as little 
as 5 cents. Somewhere betwixt and between 5 cents and 10 cents is a figure 
which equates the willingness of the union and the employer to stand a 
shutdown. This figure would be the settlement. 
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Furthermore, willingness to fight is changeable. In fact, 
it is changing all the time. It depends upon many 
things: upon what one regards as fair, upon how one 
thinks given changes in the labor contract will affect 
one’s interest, upon how one happens to feel toward 
the representative of the other side. Here one sees the 
importance of negotiations. In the theory of collective 
bargaining, negotiation is assumed to be a process of 
mutual education and persuasion Each side is assumed 
to enter negotiations with an open mind, ready to hear 
what the other has to say and to give fair consideration 
to its evidence and its arguments. In short, negotiation 
is supposed to be a creative process by which each side 
learns from the other about its conditions, its needs, 
and its problems, and seeks to convince the other that 
its own demands are fair. Negotiation is ordinarily 
expected to change the minds of each side and to reduce 
the willingness of each side to fight. It may produce 
settlements of differences which neither side thought 
of at the beginning. One of the virtues of negotiating is 
that the parties direct their arguments at each other 
rather than at a third party and that the purpose is to 
produce assent by the other party rather than to win a 
victory over the other party before a neutral. Thus the 
process of negotiation itself is supposed to build under- 
standing and good relations. 

Collective bargaining in practice differs materially 
from the model which is assumed in theory. It differs 
in two ways. At one extreme are negotiations in which 
neither side remotely considers the possibility of a 
strike or lockout. The two are on such good terms that 
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each would consider a strike or lockout a calamity. The 
union is not endeavoring to find the highest wage 
which the employer would give in order to avoid a 
strike; the employer is not attempting to find the lowest 
wage which the union would take in order to avoid a 
lockout. Each would accept less than it feels entitled to 
in order to preserve good relations with the other side. 
Thus the goodwill of the parties toward each other 
creates a higgling area within which bargaining occurs 
on the basis of argument and persuasion. The essential 
nature of the process is to arrive at agreement on 
changes in wages and conditions which each side re- 
gards as fair. 

At the other extreme are negotiations in which per- 
suasion takes the form of threats rather than facts and 
arguments. One side or both may enter negotiations 
with highly publicized demands and with the firm in- 
tention of not being influenced by anything said by the 
other. Each side may indicate quite plainly that it is 
not interested in hearing arguments, that the problems 
of the other do not interest it, that it is entitled to cer- 
tain changes in conditions, and that, come hell or high 
water, by blankety blank it is going to get them. Meet- 
ings may be devoted to ridiculing each other’s demands 
and arguments, to impugning each other’s motives, to 
endeavoring to impress each other with one’s tough- 
ness and strength. An able trade union leader recently 
described collective bargaining as a war of nerves, in 
which the side wins which keeps its nerve until the last, 
when the other side caves in. Negotiations which are 
conducted by parties with closed minds and which take 


f 130 ] 



PROBLEM OF INDUSTRIAL PEACE 

the form of ridicule and threats are not likely to pro- 
duce settlements. The intervention of conciliators, who 
help the parties save face and back down from their 
extreme positions, may be necessary to avert a strike. 

Ill 

What are the conditions which affect the quality of 
negotiations, which determine whether negotiations 
are primarily an appeal to power or an appeal to jus- 
tice? They are many. Among the most important are: 

1. Day-to-day relations between the union and the 
employer. Do the parties have a friendly and co-oper- 
ative relationship which they are interested in preserv- 
ing and improving or do they have an accumulation of 
rebuffs, frustrations, insults, grudges, for which they 
wish to get even? Day-to-day relations determine the 
answers to these questions. The tone and character of 
most negotiations are largely set long before the ne- 
gotiations begin. Not much can be done during the 
course of the negotiations themselves to change the 
attitude of the parties toward each other. This is an- 
other way of saying that negotiations are only a small 
part of a larger picture. 

Day-to-day relations depend upon many conditions, 
but most of all’ upon the willingness of each side to 
inform itself about the problems of the other and to 
be interested in the problems of the other. Do rep- 
resentatives of management, for example, have a vivid 
appreciation of the facts of irregular employment and 
the problems it makes for the worker? Is management 
willing to show initiative and enterprise and to take 
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some risks in order to give men steadier work? Do the 
union rank and file and leaders know the facts about 
the competition of the employer, about the margins 
between costs and selling prices, about interindustry 
competition? In a word, are the workers market- 
minded? As a rule they are not because they never 
have had a chance to be. 

2. The personality of the negotiators. The wide lati- 
tude given representatives of each side in negotiations 
makes the personality of the negotiators an important 
determinant of the quality of the negotiations. Some 
men get to the top in unions and business enterprises 
because they are vigorous seekers of power, because 
they are aggressive and determined to have their way 
and are willing to override obstacles in order to get 
what they desire. When such men have to handle ne- 
gotiations, there is little chance that facts or arguments 
will play much part. Of course, there is always the 
possibility that two determined and aggressive men 
may fight each other to a standstill. Hence after several 
years the quality of negotiations may change. On the 
other hand, some men get to the top of business con- 
cerns and unions partly because they are analytical and 
reasonable, because they pay attention to facts and are 
good at appreciating the significance 5f facts and per- 
suading other people to accept their views of problems 
and policies. Such men are good at persuading others 
and are themselves flexible and subject to persuasion. 
When such men handle cases, negotiations are likely 
to be successful in averting shutdowns. 

3. The nature of the negotiating machinery. Negoti- 


[ 132 ] 



PROBLEM OF INDUSTRIAL PEACE 

ations on behalf of the union may be conducted by 
local officers or national representatives. Local officers 
are usually less willing and able to exercise discretion 
than are national representatives. If a compromise is 
disapproved by the rank and file, the effect on the politi- 
cal fortunes of a local officer may be quite decisive. If 
the officer depends upon his job with the union for his 
livelihood, he may be afraid to accept compromises 
which are in the interest of the rank and file. This has 
led a few unions (the bricklayers’ union, for example) 
to forbid business agents from acting as negotiators and 
to require that negotiations be conducted by a commit- 
tee made up of members working at the trade. The 
union believes that such a committee is likely to exer- 
cise more independent judgment than paid local of- 
ficials and is less likely to be influenced by local union 
politics. National representatives are in most cases 
willing to exercise greater discretion than local rep- 
resentatives, because they are not dependent for their 
jobs upon the votes of the local members. The financial 
responsibility for strikes usually rests upon the national 
union. In order to protect the national treasury, the 
national union wishes to settle all possible disputes. 
A compromise by a national representative which may 
be unpopular with certain aggressive groups in a local 
may meet the approval of the rest of the union because 
it helps to conserve the funds in the national treasury. 

In a few cases national representatives are less flexi- 
ble than local representatives. These are cases in which 
acceptance of employers’ demands would create prece- 
dents which might be used against the union in other 
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cases. Consequently, they may refuse to pay much at- 
tention to economic facts in some cases. A national rep- 
resentative may be willing to put an employer out of 
business, thus taking away the jobs of the local mem- 
bers, rather than set a precedent which may embarrass 
the union m other negotiations. 

4. The area of bargaining and the completeness of 
union organization. When employers negotiate as a 
group, they are more ready to resist demands which 
they do not like. A shutdown will affect them all alike. 
On the other hand, if the union has most of the com- 
petitive area pretty well organized, the employers will 
usually find it possible to pass on most of the higher 
costs to buyers. Sometimes interindustry competition 
will prevent this. The net result is that industrial peace 
is promoted by the organization of negotiations so that 
all employers in competitive areas are included. In the 
second chapter I called attention to the fact that em- 
ployers are representatives of consumers. Negotiations 
are most likely to produce industrial peace when the 
area of market organization makes employers weak and 
ineffective representatives of consumers. 

5. Political conditions inside unions — and inside 
employers’ associations, in case employers bargain 
through an association. Union officers "who are fearful 
of losing their jobs are likely to be messenger boys 
rather than real negotiators. Indeed, they are only one- 
way messenger boys, carrying the demands of the union 
to employers but not the employers’ point of view to 
the union. They dare not be influenced by facts or 
arguments. They are little interested in understanding 
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employers’ problems. Above all, they are unwilling to 
attempt to influence the rank and file. It may seem 
democratic for union officers to be sensitive to the pref- 
erences of the rank and file. Obviously, it is not a satis- 
factory situation, however, for the officers to be timid 
about communicating unpleasant facts to the rank and 
file or attempting to give the rank and file the benefit 
of their advice. Most union officers at the national level 
are without serious political opposition. This does not 
necessarily mean, however, that they are leaders. Some 
of them retain the confidence of the rank and file by 
keeping their ears to the ground. Such men are not of 
much value as educators or molders of opinion. The 
union officer gets criticized from opposite directions. 
If he is too aggressive and exercises too much influence 
over the rank and file, he is a threat to democracy. On 
the other hand, if he is highly sensitive to the prefer- 
ences of the rank and file, he is a messenger boy rather 
than a leader. Between these two extremes there is a 
proper balance. 

6. Rivalries between unions or union leaders. In the 
first chapter I discussed some of the consequences of the 
breakdown of the principle of exclusive jurisdiction 
which governed the relations between the unions from 
the formation of the American Federation of Labor 
until the formation of the Committee for Industrial 
Organization. I discussed the effect of the breakdown 
of this principle upon rivalries between unions and the 
chaos which has developed in the labor movement. The 
resulting rivalries between unions are a major obstacle 
to realism in negotiations. These rivalries make leaders 
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press demands without regard to the long-run economic 
consequences to either workers or employers. Negoti- 
ations are governed, not by the desire to build up a 
friendly relationship between the union and the em- 
ployer, but to win prestige for the union and its leaders 
in competition with other unions and other leaders. 

Rivalries between unions have tended to produce 
and accentuate rivalries between union leaders. Never 
has there been so much competition for prestige. Who 
will be the first to set the pattern of wage increases; 
who will get the largest wage increase? Considerations 
such as these have governed the conduct of negoti- 
ations. In the automobile industry, in the steel indus- 
try, in the railroad industry, industrial relations during 
the last year have been greatly affected by personal 
rivalries. 

7. Knowledge of the facts of American industry, and 
knowledge or lack of knowledge of the economic impli- 
cations of various arguments used in wage negotiations. 
Facts and knowledge are enemies of emotion and of 
extravagant claims and arguments. Facts do not elimi- 
nate emotion, they do not prevent bickering and name 
calling, but they at least lessen the possible points of 
disagreement. For example, assume that the employers 
are resisting a wage demand on the ground that non- 
union competitors have been making large inroads on 
the union part of the business, a common situation and 
a common argument. In some industries, such as ho- 
siery, fairly complete facts are available. The number 
of new knitting machines going into the industry each 
year is known and whether the machines have gone into 
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union or nonunion mills. There is room to argue over 
the interpretation of the facts, but not over what are 
the facts. 

Both employers and union representatives, as a rule, 
argue about proposed wage changes with little knowl- 
edge of the general economic implications of the argu- 
ments which they use. It is interesting to speculate 
whether the demands of either unions or employers 
and the arguments used by them in support of their 
positions would be materially altered if both sides were 
well aware of the economic implications of certain 
arguments. Consider four arguments 

1. Changes in the cost of living as the basis for wage increases 
or decreases. 

2 The argument that wages in an industry should not be 
raised because productivity has not gone up or that they should 
be raised because productivity has gone up. 

3 The argument that a rise in wages would increase employ- 
ment by raising consumer purchasing power. 

4. The argument that wages m one place should be leduced 
or increased in order to make them uniform with wages in 
another place. 

If the limitations of these arguments were under- 
stood, they would be used much more sparingly because 
the opposing side would point out these limitations. 
Unions would *base wage demands largely upon the 
argument that workers in the occupation, industry, or 
place are underpaid in relation to wages received by 
men of similar skill and responsibility elsewhere or 
that wage increases were needed to attract more men 
into the industry, occupation, or place. Extravagant 
and extreme wage demands would be discouraged, 


[1371 



CHALLENGE OF INDUSTRIAL RELATIONS 

much of the emotion would be taken out of wage ne- 
gotiations, and the proceedings would be on a saner 
basis. 


IV 

Collective bargaining, in order to flourish, must 
command respect; in order to command respect, it 
must be more than a mere attempt to settle wages on 
the basis of bargaining power. It must not be a war of 
nerves, a competition in toughness, a process of mutual 
threatening. Nor must it be a contest in stubbornness 
in which people with closed minds test which side is 
willing to spend more weeks in negotiation. If collec- 
tive bargaining is to command respect, it must be an 
attempt to determine what is fair. This means that it 
must be guided by criteria of what wages and con- 
ditions are fair, that it must be a careful exploration of 
the facts in the particular situation, and especially of 
the problems of each side. Negotiations must be con- 
ducted by men of goodwill, who have open minds, who 
appeal to reason, and who are willing to listen to ap- 
peals to reason. These are stiff conditions, but neither 
employers nor unions can expect the community to set 
much value upon a process which attempts to fix wages 
and working conditions merely on the basis of the rela- 
tive willingness of the two sides to engage in a fight. 

What can be done to make collective bargaining 
meet these standards? The steps may be divided into 
general steps which affect the situation in which negoti- 
ations occur and specific steps by which the parties 
themselves may improve the negotiating process. 
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Three principal general steps would be helpful. Most 
basic of all is building up a body of thought on what 
constitutes a fair structure of wages and what consti- 
tute fair changes in wages as conditions change. Obvi- 
ously such a body of thought cannot be created over- 
night. The literature of economics contains much on 
the subject, but many problems remain to be explored. 
Whatever body of thought exists on these issues needs 
constantly to be re-examined and revised in the light of 
the advance of economics. A second general step for 
improving collective bargaining is building a friendly 
day-to-day relationship between the union and the 
management, a problem which I discussed briefly in 
the second chapter. There is no substitute for good 
day-to-day relations. Unless they exist, negotiations will 
be more or less at arm’s length. A third general step in 
improving collective bargaining is the discouragement 
of competition between unions and between union 
leaders. An important aid in discouraging this compe- 
tition is the development of public policies which limit 
the right of unions to use strikes and boycotts for the 
purpose of compelling workers to shift from one union 
to another. 

What specific steps can the parties themselves take 
to improve the# process of collective bargaining? 

1. Begin the process of negotiations with proposals, 
not demands. Demands imply closed minds, firmly 
held conclusions. Some unions are careful to avoid the 
word “demand.” If the process of negotiation is to be 
an appeal to reason, each side must enter the conference 
with a real expectation of being influenced by the argu- 
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merits and the evidence which the other side offers. 

2. Avoid taking public positions for or against cer- 
tain proposals m advance of negotiations. It is a mis- 
take for the employer to announce that he will “never” 
concede this, or for the union to announce that it 
“must” gam a certain change in the contract, and that 
it will not consider anything less. Publicly announced 
“nevers” and “musts” are likely to plague the party 
responsible 

3. Avoid taking strike votes before the process of 
negotiation begins Each side should regard a strike or 
a lockout as a remote possibility, to be started only as 
a last resort after ingenuity and patience have failed to 
find an alternative A strike vote in advance of hearing 
the arguments of the other side is inconsistent with an 
attempt to settle differences on the basis of an appeal 
to what is fair. 

4. Give negotiators proper authority to bargain. Some- 
times the two sides bind their representatives too close- 
ly by instructions not to concede this or that. Some- 
times they give their representatives authority to say 
“No,” but not authority to say “Yes.” Both unions and 
employers are guilty of unduly restricting the authority 
of their negotiators. It is often necessary for the union 
to provide that the terms agreed to by its represen- 
tatives will be submitted for ratification to the rank 
and file. The representatives, however, should not be 
unduly restricted in the terms which they are author- 
ized to accept. 

Sometimes the process of negotiation is impaired un- 
duly because national unions or multiple-plant compa- 
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nies have uniform national policies which their negoti- 
ators are not permitted to alter. Some uniform national 
policies are necessary. The number of such policies, 
however, has been growing rapidly and is probably too 
large. Many unions, for example, now cover several in- 
dustries. A policy which is appropriate in one industry 
is not necessarily appropriate in another. 

5. Avoid unnecessary delays in beginning negoti- 
ations and in conducting them. Deliberate stalling by 
one side or the other gives rise to antagonisms. Both 
employers and unions are guilty of stalling If delay 
is necessary, let the side which needs it ask for it and 
state its reasons. 

6 Insist on offering facts and arguments Welcome 
facts and arguments which are presented by the other 
side. Sponsor collection of facts by neutral agencies 
for the use of both sides. Concede agreement with facts 
and arguments regardless of whether this agreement 
carries agreement concerning conclusions. It is interest- 
ing to speculate how far one side, by insisting on facts 
and arguments, can compel the other side to offer facts 
and arguments in return and to make negotiations a 
discussion of mutual problems rather than a series of 
recriminations and threats. Certainly not in all cases 
will a matter-o&fact approach by one side be effective 
in influencing the other side In some cases, however, 
the entire basis of discussion may be altered. 

7. Make plenty of proposals. The more proposals 
each side makes, the greater are the opportunities to 
find compromises. Unions usually offer plenty of pro- 
posals, but many employers have been delinquent in 
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making them. Indeed, many employers have assumed 
that proposals should come from the unions and have 
contented themselves by simply saying “No.” The 
members of the union, however, are likely to measure 
the outcome of negotiations by the disposition of cer- 
tain key proposals. The more proposals employers 
make, the greater is the opportunity to grant key pro- 
posals of the union on terms which are acceptable to 
employers. 

Some unions and some employers maintain a list of 
changes in the contract which they would like to bring 
about. Such a list, if it is the result of discussions with 
the employees or with the supervisors who work under 
the contract, will be quite lengthy — far longer than 
could be considered in any single negotiation. 

8. Be prepared to compromise. This means that each 
side should propose more changes than it expects to get. 
There has been much dispute over whether it is better 
for employers and unions to ask only what they are 
willing to fight for, or whether each side should propose 
considerably more than it would be willing, if neces- 
sary, to accept. If each side quite definitely regards its 
proposals as the minimum terms which it is willing 
to accept, this is in reality the equivalent of entering 
the conference with a closed mind. If ^negotiations are 
to be a process of exploring the problems of each side 
and of working out fair compromises, both unions and 
employers should suggest more than they might be will- 
ing to accept. This, of course, does not mean that their 
proposals should be extravagant or unrealistic. The 
proposals should be carefully considered before being 
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offered and they should have real merit. 

9 Be prepared to get results gradually. One reason 
for the success of collective bargaining in the stove 
foundry industry is that each side has taken the trou- 
ble to give the other side an opportunity to prepare 
constituents to accept changes. For example, when em- 
ployers many years ago wished changes m the union 
apprentice ratio, they did not expect a concession the 
first year that the matter was brought up. They gave 
the union officers a chance to take up the matter with 
the rank and file and to inform the rank and file about 
the merits in the employers’ case. Of course, this pre- 
supposes leaders on each side who are willing to go back 
to their constituents with facts and arguments pre- 
sented by the other side and to present honestly and 
clearly the point of view of the other party. 

10. Preserve good manners and keep discussion fo- 
cused on relevant issues. This prevents the will to settle 
from being impaired by insults and threats. How is it 
to be done? A chairman of the conference can do it if 
he wishes, but it is desirable for both sides to fortify 
him with clear and definite instructions on this point. 
In Sweden and England the two parties frequently in- 
vite a representative of the Conciliation Service or 
some other neutral to preside over the negotiations. 
His duty is not to conciliate — simply to preserve good 
manners and to keep discussion to the point. It is a 
good procedure because the neutral is a symbol of the 
importance of decorum in negotiations — of the fact 
that the ranting, roaring, table-pounding represen- 
tative belongs to the barbaric past. 
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1 1 . Be prepared to stand a long and hard strike or 
lockout (as the case may be) in order to force a settle- 
ment justified by facts and arguments. If one side finds 
that threats work, it will use them, just as a baby will 
boss its parents by crying if it finds that crying works. 
If one side is determined to be truculent, to scorn facts 
and arguments, and to dictate the terms of settlement, 
the only way to change the character of negotiations 
and to show that toughness does not pay is for the other 
side to back its preference for facts and arguments by 
forcing a showdown. After a tough negotiator has 
learned by experience the cost of a shutdown, he may 
be willing the next time to help discover a basis for 
compromise. 

Let me conclude this discussion of the possibility 
of improving the procedures of negotiation by asking 
whether negotiations can continue to be informative 
and creative after the two sides have been dealing with 
each other for many years. Does not their knowledge 
of each other’s problems become so complete that there 
is little for negotiation to do? 

Employers and leaders of unions of whom I have 
asked that question tell me that the answer is “No.” 
The representatives of both sides change. As a rule, 
the turnover is not a rapid one Nevertheless, it means 
that the process of getting acquainted and keeping ac- 
quainted is a continuous one. Acquaintanceship is not 
accomplished once and for all. Furthermore, and per- 
haps more important, new problems are constantly 
arising In the railroad industry it may be problems 
associated with the introduction of Diesel locomotives. 


[ 144 ] 



PROBLEM OF INDUSTRIAL PEACE 

with the steadily increasing speed and length of trains, 
or with the radical changes which in recent years have 
been introduced into the maintenance of track In the 
metal trades it may be problems introduced as a result 
of the extensive use of welding Prefabricated housing, 
not to mention many new materials, create problems 
in building. In hosiery the use of nylon and the intro- 
duction of new types of machines create problems. 
New machines and competition from substitutes cre- 
ate problems in coal. Geographical shifts in many in- 
dustries produce problems for unions and employers 
Interindustry competition is steadily growing m impor- 
tance and frequently produces new problems, the 
competition of trucks, buses, and airplanes with rail- 
roads; competition of aluminum with steel; compe- 
tition of welding and forging with molding; compe- 
tition of buses and private automobiles with street 
railways. 


V 

The process of negotiation, however much perfected, 
cannot be counted upon always to produce settlements. 
What should happen when the parties are unable to 
reach agreement? 

Sometimes negotiators, who are not able to reach 
agreement when left to themselves, are able to do so 
when assisted by conciliators. Hence, the government 
should have a strong, competent, and respected con- 
ciliation service. How can the conciliation service be 
made strong, competent, and respected, and how and 
when should conciliators intervene? 
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The effectiveness of a conciliation service depends 
in large measure upon its reputation for impartiality. 
Effective conciliators must usually have had practical 
experience in handling labor disputes as negotiators 
either for employers or for trade unions. The fact that 
a conciliator was once a union representative or the 
industrial relations manager of a plant does not mean 
that he is not capable of b.eing fair. There are plenty 
of fair-minded men in the service of unions and in the 
service of business concerns. Some large employers pre- 
fer that conciliators shall have had a labor background. 
Such men are usually able to deal more effectively with 
union negotiators than conciliators who have never 
been in the service of unions. In order to create confi- 
dence, the conciliation service should operate under 
the direction of a joint committee composed equally 
of union representatives and of employer represen- 
tatives The joint labor-employer committee should 
keep in close touch with the operations of the concili- 
ation service. It should meet at least quarterly to re- 
ceive reports from the director of the service and to 
review the operations of the service. No person should 
be appointed to the staff of conciliators without first 
being approved by both labor and employer represen- 
tatives. 

When should conciliators intervene? It is important 
to realize that conciliation may do harm as well as 
good, and that there may be too much conciliation. 
The mere fact that the employer and the union have 
been having a difficult time in reaching agreement 
does not mean that conciliation is indicated. The need 
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for the help of conciliators may be a symptom of bad 
negotiating procedure, especially if the parties have got 
themselves into a position where faces need to be saved. 
Furthermore, if the parties are able easily to shift to 
conciliators the responsibility for bringing about a 
compromise, conciliation (or the prospect of it) may 
interfere with the bargaining process itself. If the par- 
ties can always rely upon the conciliator to extricate 
them from difficult or extreme conditions, they will 
not offer to make compromises. In other words, a con- 
ciliation service which interferes too frequently and 
too realistically actually encourages the parties to be 
unrealistic and uncompromising. Cool indifference by 
the government to the difficulties of the parties will 
often have a wholesome effect upon bargaining. In- 
deed, the experience of a long and tough struggle may 
be necessary to bring about realism in negotiations 
and a frank facing of facts. All of this means that the 
conciliation service must exercise its judgment as to 
whether to attempt to intervene or to let the strike 
occur. 

What should conciliators do? One of their principal 
uses has been to help each side take a more realistic 
view of the other side’s willingness to fight. I pointed 
out early in this chapter that an underestimate by one 
side of the other’s willingness to fight will produce a 
strike or lockout — unless offset by a compensating 
overestimate. If the negotiations have involved much 
bluffing by each side, the help of the conciliator may 
be needed to find a basis for settlement. Perhaps the 
most common service performed by a conciliator is 
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“saving faces.” Each side is likely to attempt to impress 
the other side by the device of being tough and un- 
yielding. Having tried this tactic, each side is likely to 
fear that willingness to compromise will be interpreted 
as weakness and will be met, not by a reciprocal will- 
ingness of the other side to make concessions, but by 
a stiffening of the attitude of the other side. “Saving 
faces” is undoubtedly a useful way of preventing strikes 
and lockouts. Nevertheless, it is a dangerous procedure 
and one which is easily overdone. Certainly it tends to 
retard the development of good negotiating procedure. 
The interests of good industrial relations in the long 
run are often best served by forcing the two sides to 
take the consequences of their intransigence. Certainly 
if they are forced into a strike or a lockout as a result 
of bad negotiating procedure, next time they will be 
more careful to avoid getting themselves out on a limb 
Consequently conciliators should not help the two sides 
save face without requiring that each side assume a 
fairly substantial measure of responsibility for sponsor- 
ing a compromise. If bad negotiators are saved by con- 
ciliators from getting their constituents into trouble, 
the constituents are likely to be slow in replacing the 
bad negotiators with good ones. 

VI 

If conciliation fails, it is standard practice for the 
conciliators to urge arbitration. This is all to the good. 
Both trade unions and employers, however, have been 
quite casual in refusing to go to arbitration. The pro- 
priety of either side in refusing arbitration needs to be 
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reconsidered by trade unions, employers, and the gen- 
eral public. When either party refuses arbitration, it is 
virtually taking the position that the right of the two 
sides to engage in a fight over differences which may be 
quite small is superior to the claim of the public for an 
uninterrupted supply of goods. Only in very rare and 
unusual cases is the right of the parties to fight it out 
superior to the claims of the public. 

It has been suggested that the union and the em- 
ployer before engaging in a strike or lockout issue a 
joint statement to the public stating just what the fight 
is about — that is, just how far apart the two sides are 
in the terms which each is willing to accept. If one side 
or both have rejected arbitration, the statement might 
contain an explanation of just why arbitration was un- 
acceptable. This practice could not be easily imposed 
by law and it could not be followed rigidly. Under 
some circumstances the expectation that each side 
might be compelled to make public its offers might 
impede the process of bargaining. The firm or the 
union might fear that, if the case went to arbitration, 
disclosure of offers would be used against it. Neverthe- 
less, the idea is fundamentally sound that strikes or 
lockouts should not occur unless the two sides are will- 
ing to say ratheryprecisely what the unsettled issues are 
and how far apart the negotiations have left the parties. 

One of the most important obstacles in getting the 
parties to accept arbitration is the difficulty in agree- 
ing on arbitrators. The conciliation service now main- 
tains a list of arbitrators in all sections of the country 
who have been approved for impartiality and compe- 
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tence by both employer and labor members of the joint 
advisory committee of the Conciliation Service. The 
existence of this panel should enormously simplify the 
selection of arbitrators. Each side can be given the 
opportunity to pick one man from the panel. To these 
two may be given the difficult problem of picking the 
third arbitrator. Since the first two are presumably im- 
partial to begin with, they should be able to pick a 
third without extreme difficulty. 

Suppose that arbitration is rejected. A proposal fre- 
quently made during the last several years is that the 
government appoint a so-called “fact-finding” board. 
Provision for such boards is made in the Railway Labor 
Act. In that act, however, they are called “emergency” 
boards rather than “fact-finding” boards. The British 
law provides for the appointment of special courts of 
inquiry. The term “fact-finding” is extremely unfortu- 
nate. It implies that the duty of the board is to find the 
significant facts and report them to the public. Merely 
finding facts, however, is not very helpful. The public 
is interested in recommendations. All of the so-called 
fact-finding boards appointed during the last year have 
made recommendations. When they assume this re- 
sponsibility, the recommendations necessarily become 
far more important than the findings of fact, and “fact- 
finding” becomes a misnomer for the board. Hence, 
the term “fact-finding” should be carefully avoided. 
Emergency boards or boards of inquiry are much bet- 
ter terms. 

The practice of appointing emergency boards is open 
to serious objections. Certainly emergency boards 
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should be appointed very sparingly. If the two sides 
can count on the appointment of a board, the process 
of bargaining is likely to be impeded. Furthermore, 
the emergency board has serious defects which limit 
its usefulness. For example, it differs from a board of 
arbitration in not having specific points of dispute re- 
ferred to it for adjudication. Part of its job is to define 
the differences between the parties. Any board of arbi- 
tration which undertook to arbitrate without having 
before it an agreed statement of issues in dispute 
would be grievously handicapped. This handicap is 
not removed by calling a board an emergency board 
or a board of inquiry. In the second place, in the case 
of arbitration the parties have the opportunity to select 
members of the board. This they do not have in the 
case of emergency boards or boards of inquiry. Finally, 
in the case of arbitration the parties bind themselves 
to accept the award. They do not bind themselves 
to accept recommendations of an emergency board. 
Hence, the recommendations simply become another 
step in the process, the basis for further bargaining. 
Until the board has rendered its decision, both sides 
hold out. Most fundamental of all is the question of 
whether the government should appoint an emer- 
gency board or -insist that the parties withdraw their 
rejection of arbitration. If the dispute threatens the 
public health and public welfare so seriously as to 
justify the appointment of an emergency board, does 
it not justify putting extreme pressure on the parties 
to accept arbitration? Certainly one of the issues which 
emergency boards might well investigate is whether the 
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differences between the parties are sufficiently great 
to justify their interrupting the production of impor- 
tant or essential commodities or services. Another mat- 
ter which the emergency boards might well investigate 
is whether the parties are justified in rejecting arbi- 
tration. Up to now, emergency boards have not made 
investigations of these types; rather they have studied 
the merits of the dispute itself. A step forward in the 
technique of using emergency boards would be taken 
if emergency boards were to focus attention upon these 
last two questions. 


VII 

What may the country look forward to? Is the process 
of negotiating agreements likely to change? Is it likely 
to continue to be in many cases a process of bellowing 
and ranting or of sullen refusal to consider evidence? Is 
it likely to be based upon an appeal to principles, upon 
a careful collection of facts, upon arguments which 
are not clever sophistries but which are intellectually 
respectable? I am optimistic. The next decade, I am 
confident, will see a revolution in methods of negotiat- 
ing. Indeed, ten years from now the country will re- 
gard the negotiating methods of 1946 as unbelievably 
crude and primitive. 

One must not expect, however, that collective bar- 
gaining, though much perfected, will prevent all 
strikes. Indeed, it is an essential part of the theory 
of collective bargaining that the freedom of the two 
sides to settle their disputes by fighting is more impor- 
tant than the interest of the public in continuous serv- 
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ice. Hence the areas in which collective bargaining may 
be appropriately relied upon to fix the terms of em- 
ployment are those in which the public’s need for con- 
tinuous service is regarded as less important than the 
freedom of the parties to fight each other. Undoubted- 
ly freedom of the parties to fight is important, though 
its importance varies with the issue in dispute. The 
need of the public for continuous service varies, of 
course, with different industries. Should the freedom 
of the parties to fight each other take precedence in 
all industries over the need of the parties for continu- 
ous service? Are there some industries in which the 
need for continuous service is more important than 
the freedom of the parties to fight? If so, where should 
the line be drawn between the industries in which 
freedom to fight is paramount and those in which need 
for continuous service is paramount? And if a line is 
drawn, how shall the interest of the public in continu- 
ous service be safeguarded? These matters, among oth- 
ers, will be considered in the next chapter. 
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Chapter VI 


Trade Unions 

and the Public Interest 


i 

The labor movement which has developed in the 
United States during the last fifteen years is, as I have 
pointed out, the largest, the most powerful, and the 
most aggressive that the world has ever seen; and the 
strongest unions, as I have also pointed out, are the 
most powerful private economic organizations in the 
country. Such organizations are obviously bound to be 
a great influence either for good or for harm. What 
does the community propose to do both to control the 
power of unions and also to help them develop their 
enormous constructive possibilities? 

The theory of collective bargaining assumes that the 
power of unions will be more or less jroughly offset by 
the power of employers. Hence it is assumed that set- 
ting wages and working conditions on the basis of 
bargaining power will usually result in equity. This 
may seem like a reckless assumption. Nevertheless, in 
most cases the assumption of the theory corresponds to 
reality. This greatly reduces the necessity of interven- 
tion by the government in industrial relations. It does 
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not, however, eliminate the necessity. In some cases 
employers may not be strong enough to be a match for 
unions. In other cases they may be willing to accept 
the demands of unions and to pass on the cost to the 
public. In a few cases, equality of bargaining power 
may actually aggravate the problem of protecting the 
public interest When the parties are more or less equal 
in strength, strikes and lockouts, if they come, are likely 
to be of long duration. This may not be of great public 
concern in most industries In industries which pro- 
duce essential services, however, the very fact that a 
long shutdown may be required to determine which 
side is the stronger increases the difficulty of safeguard- 
ing the public interest. 

To some extent, the problem of protecting the pub- 
lic interest from harmful actions of trade unions has 
been examined in previous chapters In the second 
chapter I discussed the problem of preventing unions 
from enforcing working rules which reduce the stand- 
ard of living of the community; in the third chapter, 
the problem of preventing union wage policies from 
having unfavorable effects upon the standard of living. 
In the third chapter I examined also the problem of 
preventing unions from unreasonably restricting the 
opportunity of ftien to enter given trades or industries 
or to keep their jobs in given trades or industries. 

There are other problems created by the great power 
of unions which I have not discussed. In a few cases 
unions have refused to negotiate with employers, but 
have adopted the practice of unilaterally imposing cer- 
tain conditions upon employers by union rule. Some 
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unions have not limited their activities to bargaining 
over the terms of employment for their members. They 
have used their bargaining power or have attempted to 
use it (a) to compel employers to violate the law, (b) 
to force changes in public policy; or (c) to compel 
union members to shift from one union to another or 
to punish them for joining the “wrong” union. Finally, 
there is the problem of protecting the community 
from strikes which jeopardize the public health or pub- 
lic safety or which deprive the public of essential serv- 
ices Such strikes have been far from uncommon during 
the last year. In the fall of 1945, New York had an ele- 
vator strike which paralyzed a large part of the indus- 
try of the city; in February, 1946, it had a tugmen’s 
strike which threw hundreds of thousands out of work; 
in September, 1946, it had a truckers’ strike which 
halted the distribution of food and threatened to pro- 
duce a fuel crisis. In the summer of 1946, Milwaukee 
had its gas shut off; in the fall of 1946, Pittsburgh had 
a power strike which threw 100,000 persons out of work 
for the greater part of a month. In the winter of 1946, 
the country had its steel production cut off, in the 
spring, its coal production and its railroad service; and 
in the fall, its coal production was again shut off. What 
can and should the community do to protect itself 
against strikes in essential industries? 

II 

Let us examine briefly the several problems created 
by the great power of unions, and then let us explore 
the possibilities of developing the enormous construc- 
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tive possibilities of unions. 

A number of unions, of which the International 
Typographical Union is the principal one, have 
adopted the practice of forcing certain changes upon 
employers without going through the process of ne- 
gotiating with them. The unions do this by the simple 
process of amending their constitutions or by-laws and 
insisting that, after the expiration of present contracts, 
members conduct themselves in accordance with the 
new rules. This practice is obviously wrong and, if 
generally adopted by unions, would destroy collective 
bargaining It means that employers have no chance to 
influence union opinion by fact or argument. If em- 
ployers were to adopt the practice, they would be hailed 
before the National Labor Relations Board, charged 
with refusal to bargain in good faith, an unfair labor 
practice. The Board would, without question, hold 
against employers on this issue. 

What is not permitted to employers should not be 
allowed to unions. What should be done? Some people 
suggest that the Wagner Act be amended so as to make 
the obligation to bargain in good faith apply to unions 
as well as to employers. Others suggest that the section 
of the Act requiring employers to bargain in good faith 
be repealed. Either change would equalize the duties 
of employers and unions and would be an improvement 
over the present one-sided law. It is a close question 
which change is preferable. In favor of repeal is the 
prospect that a requirement that unions bargain in 
good faith would probably have little effect in the case 
of strong unions. Nevertheless, the requirement, if 
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properly enforced, would halt the tendency for a few 
unions to put rules governing working conditions in 
their constitutions and bylaws In any event the obli- 
gation to bargain in good faith should not be applied 
to employers unless it is also applied to unions. 

Ill 

What should the community do about strikes to com- 
pel violations of the law, to compel changes in public 
policy, to force trade unionists to shift their union 
affiliation, or to punish them for joining the “wrong” 
union? Is it sound public policy to take away the right 
to strike for any of these three purposes? 

On few questions of the day is thinking more mud- 
dled and confused than on the much-discussed “right” 
of workers to strike. Some trade union leaders confuse 
the right to strike with the right to quit. This leads 
them, as I have pointed out, to conclude that any limi- 
tations on the right to strike are incompatible with free 
labor and with democracy itself. Typical of the view- 
point of labor are the following statements recently 
made by President Green of the American Federation 
of Labor and Mr. Joseph Padway, general counsel of 
the Federation. Testifying before a subcommittee of 
the House Labor Committee in July, 1946, Mr. Green 
said: 

The strike cannot be made illegal without subjecting work- 
ers to involuntary servitude. 

Writing in the American Federationist in July, 1946, 
Mr. Green said: 

The right to strike distinguishes the free worker from the 
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slave. The right to strike involves the foundation of our free 
economy. . . . 

Mr. Padway, writing in the American Federationist 
in January, 1946, said: 

No extensive discussion is necessary to show that any peace- 
time prohibition on the right to strike, no matter how limited 
in time, directly assaults the very props of our democratic 
structure and violates the constitutional prescription against 
the imposition of involuntary servitude. . . . 

The positions of Mr. Green and Mr. Padway are un- 
tenable. They concede no rights to the community. 
They amount to a claim that the right to strike is 
superior to all other rights and that, wherever a con- 
flict occurs between the right to strike and other rights, 
the right to strike shall prevail. This would obviously 
be ridiculous. It would leave any group of workers 
free to use its economic power to dictate terms to the 
community on any subject. Surely there are certain 
types of strikes which should not be legal. Among them 
are strikes to compel employers to violate the law, 
strikes to coerce the government, strikes to deprive 
workers of the right to belong to unions of their own 
choosing, or to punish them for belonging to the 
“wrong” union. 

Strikes to compel employers to violate a law require 
no discussion. They are obviously illegal. Mr. Green 
and Mr. Padway would probably not defend them. 
Strangely enough, the law which unions most common- 
ly seek to compel employers to violate is the Wagner 
Act. This occurs when a union which has not been 
certified as the bargaining agent strikes to compel the 
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employer to deal with it instead of the union duly 
certified by the National Labor Relations Board. Mr. 
Green has called the Wagner Act labor’s “Magna 
Charta.” Would he regard it as transforming free 
workers into slaves if workers are not permitted to 
strike for the purpose of compelling employers to dis- 
regard labor’s “Magna Charta?” 

Strikes designed to coerce the government should 
plainly be illegal because they are serious attacks upon 
free institutions. In the spring of 1946, a strike of the 
New York subway workers was threatened in the event 
that the city sold a power plant to a private purchaser. 
In the Pittsburgh power strike in September, 1946, a 
temporary injunction against a work stoppage was dis- 
solved after the strikers had voted 4 to 1 against con- 
sidering a company offer until the injunction was dis- 
solved. The seamen’s strike in September, 1946, was an 
attempt to force a change in the government’s wage 
policy and was successful. 

The fact that workers have an important grievance 
against the government does not justify their striking 
to force changes in public policy. Every economic 
group from time to time has grievances against the 
government. Certainly if labor is permitted to strike 
to force changes in public policy, bankers, insurance 
companies, manufacturers, farmers, and all other eco- 
nomic groups should have the equivalent right — that 
is, the right to combine for the purpose of putting 
economic pressure on the government. One need not 
ask what would happen to free institutions if all groups 
in the community undertook to use economic coercion 
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to force changes in public policy. 

Strikes and boycotts for the purpose of compelling 
workers to shift from one union to another or to punish 
them for belonging to the “wrong” union should also 
be made illegal. Such strikes and boycotts have been 
increasing rapidly in number during the last few years. 
They are a manifestation of the breakdown of the prin- 
ciple of exclusive jurisdiction upon which the trade 
union movement operated from 1886 until the middle 
thirties, of the growing rivalry between unions, and 
of the diminishing respect for long-established juris- 
dictional lines. A principle of the Wagner Act is that 
workers are entitled to be represented by unions of 
their own choosing. Is not this sound? If it is, should 
not the voluntary principle be protected from interfer- 
ence regardless of whether the interference comes from 
employers or from other unions? Would free workers 
be converted into slaves if they were protected from 
strikes intended to compel them to shift their union 
affiliation against their will? 

Control of the use of strikes and boycotts by some 
unions against other unions is needed, not only to 
protect the rights of individual workers, but in order 
to protect the _ trade union movement against inter- 
union warfare and to protect the interest of the com- 
munity in efficient industry. Inter union warfare is 
likely to grow in a cumulative manner, as one union 
retaliates for the attacks of another. The teamsters’ 
union is already well advanced in its program to com- 
pel certain classes of workers to leave the brewery 
workers’ union and to join the teamsters’ union. The 
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teamsters’ union accomplishes its purpose by the sim- 
ple process of refusing to service breweries where the 
workers in dispute are members of the brewery work- 
ers’ union. In many cities A. F. of L. building trades’ 
locals refuse to handle C.I.O.-made building materials. 
The day may come when the United Automobile 
Workers will imitate the methods of the A. F. of L. 
building trades’ unions by refusing to handle auto- 
mobile parts which are made by A. F. of L. workers. 
Carried to its logical extreme, unrestrained warfare 
between unions over the affiliation of workers would 
divide the American economy into two parts — one a 
C.I.O. part, consisting only of firms which dealt as 
buyers and sellers with other firms which employ C. 
I.O. workers, and the second an A. F. of L. part, con- 
sisting only of firms which dealt as buyers and sellers 
with firms employing A. F. of L. workers! Obviously 
the community cannot permit the efficiency of industry 
to be impaired by this sort of development. It is a sound 
principle that the privilege of striking has been given 
workers for the purpose of helping them to bargain 
with employers, not for the purpose of permitting them 
to control the union affiliation of other workers. 

IV 

What would be the practical effect of depriving men 
of the right to strike for the purpose of compelling vio- 
lations of law, of coercing the government, or of forc- 
ing other workers to change their union affiliations? 
Would it prevent all strikes for these purposes? Would 
it reduce the number of such strikes? What would hap- 
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pen to men who struck to achieve an illegal purpose? 

Certainly depriving men of the right to strike for 
given purposes would not prevent all such strikes. It 
would, however, virtually assure that strikes for an il- 
legal purpose would fail to accomplish their objectives. 
This would be the most important result of making 
strikes for certain purposes illegal. In addition, the 
fact that strikes for these purposes would be virtually 
certain to fail would diminish their number. 

Wha*- would happen to men who engaged in an il- 
legal strike? Many people assume that the strikers 
would be sent to jail, or at least be fined. Strikes for 
certain purposes might, of course, be made criminal 
offenses. This, however, is unnecessary and, in my 
judgment, would as a general rule be unwise. Nor 
would depriving men of the right to strike mean that 
they were compelled to continue working. They have 
the constitutional right to quit, and they cannot be 
deprived of it. Depriving men of the right to strike for 
certain purposes would simply mean that when men 
quit for those purposes, they would terminate their 
employment. In other words, men would be deprived 
of the right to retain their status as employees while 
abstaining from work in order to accomplish certain 
illegal results. That is the essential meaning of depriv- 
ing men of the right to strike. 

The strikers, if permitted to do so, would attempt to 
bargain with the employer to be taken back, not as 
new employees, but with no impairment of rights (such 
as seniority rights, vacation rights, group insurance 
rights, pension rights) which depend upon length of 
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service. Were the men able to make such a bargain, 
they would obviously defeat the program of depriving 
them of the right to strike for certain illegal purposes. 
Hence, in order effectively to implement the program, 
the employer should be prohibited from rehiring any 
of the strikers except as new employees, with the senior- 
ity rights, vacation rights, insurance rights, and pen- 
sion rights of new employees. In addition, the employer 
should be specifically authorized to refuse re-employ- 
ment to men who engage in an illegal strike if he so 
desires, and he should be prohibited from dismissing 
any man hired during the strike in order to rehire one 
of the strikers. Finally, all picketing in support of il- 
legal strikes should be prohibited and penalized and 
all other activities in support of illegal strikes, such 
as paying strike benefits or holding strike meetings, 
should be penalized. Although the above program 
would not prevent all illegal strikes, it would make 
striking for an illegal purpose quite unattractive. Fur- 
thermore, as I have pointed out, it would virtually 
assure that the attempt to accomplish an illegal pur- 
pose by striking would fail. 

V 

What about strikes or lockouts which gravely jeop- 
ardize the public health, the public safety, or the gen- 
eral welfare? The general rule which the community 
has been following up to now is that the freedom of 
employers and unions to fight each other through 
strikes and lockouts is more important than the need 
of the public for continuous service. Is this true of all 
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industries? Are there not some industries in which the 
need for continuous service is more important than the 
freedom of the parties to fight? I submit that in the 
following three categories the need for continuous 
service is more important than the freedom of the 
parties to fight: 

1. Hospitals and institutions. 

2. Railway transportation. 

3. Production of electricity for light and power. 

It is not necessary for me to develop the reasons for 
putting continuous service in these industries above the 
freedom of the two sides to fight. You can visualize 
what a calamity would be caused by a strike of nurses 
in a hospital. A stoppage of train service for two or 
three days such as occurred last spring would not be 
disastrous, but what of a stoppage of four weeks, which 
was the duration of the steel strike in the winter of 
1946, or one of over 1 00 days, which was the duration of 
the General Motors strike? Consider what a shutdown 
of electric light and power would mean in a large city 
in midwinter. Thousands of houses, many of them be- 
longing to union members or business agents, would 
be cold, because oil burners do not run without elec- 
tricity. Many factories and stores which depend for 
their operation upon electricity would close. Elevators 
would not run, and unless transportation systems had 
their own source of power, street cars and subways 
would not operate. A nation-wide stoppage in the coal 
industry or the steel industry would also soon become a 
national disaster. 

The government should have adequate authority 
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and well-planned policies to protect the community 
against strikes or lockouts which would gravely im- 
peril the public health, the public safety, or the general 
welfare. Two principal policies are possible. One is to 
give the government special emergency powers for deal- 
ing with such strikes or lockouts. The other is to give 
employees in certain essential industries a special status 
which gives them special privileges but imposes on 
them the obligation to refrain from striking. Let us 
compare these -two possibilities. 

When the public health, public safety, or general 
welfare is imperiled by a strike or a threat of strike, the 
government, of course, must do the best it can to pro- 
tect the public interest. The government may call the 
parties into conference and plead with them to compro- 
mise or to submit their differences to arbitration. In 
the case of the railroads, the government may delay 
the crisis by appointing an emergency board. The 
government may warn the parties of the wrath of the 
public and may threaten them with adverse legislation. 

It is not fair to public officers or to the community 
that the government be limited merely to pleading and 
threatening. If a threatened or actual strike .or lockout 
seriously limits or threatens to limit the output of es- 
sential goods, the President (or in the fcase of states, the 
governor) should have the duty to declare that a state 
of emergency exists. Such a declaration should require 
the union to rescind any strike instructions and to order 
back to work any members who may have struck. In the 
case of a lockout, the declaration of public emergency 
should require that employers continue operations. 
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Union members who failed to obey the return-to-work 
order should be disciplined by the union in accordance 
with its laws in the same way that the union ordinarily 
disciplines the members who violate its rules. Failure 
of men to return to work, in addition, should termi- 
nate their employment. This would mean that they 
would be rehired by their employer as new employees 
with the seniority rights, vacation rights, and pension 
rights of new employees. In order to prevent the men 
from bargaining over the restoration of their rights, it 
should be made an unfair labor practice for employers 
to rehire them except as new employees. Picketing in 
support of strikes which have been found to imperil the 
public health, public safety, or general welfare should 
be forbidden and also the payment of strike benefits 
and other activities designed to promote illegal shut- 
downs. The union which failed to order its members 
back to work or which failed to discipline the members 
who violated its orders should be required by the 
National Labor Relations Board to show cause why 
it should not be deprived of its bargaining rights in the 
affected plants until such time as it showed that it had 
become a responsible organization. 

The parties should be given three options for set- 
tling the dispute. They might agree to resume negoti- 
ations or they might submit the dispute to arbitrators 
selected by themselves. If they were unwilling or un- 
able to use either of these two procedures, the dispute 
should be submitted to arbitrators selected by some 
independent agency. The head of the Conciliation 
Service would be an appropriate person to select arbi- 
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trators in case the parties fail to select them. The find- 
ings of the board should be retroactive to the expi- 
ration date of the previous contract, but should not be 
binding very far into the future. Six months is a reason- 
able period; it is short enough not to be onerous to 
either party, and it is long enough to give the parties 
an opportunity to negotiate a lasting settlement of their 
own. 

The proposed policy restricts as little as possible 
the right to strike. It is flexible because it gives public 
officials a chance to use their own judgment about de- 
claring an emergency. Particularly important is the 
fact that the policy works through unions and gives 
them the opportunity for becoming instruments to 
protect the community against disastrous interruptions 
to service. 

Some people may object to the policy of giving emer- 
gency powers to the government for dealing with 
strikes in essential industries on the ground that it does 
not squarely face realities. In electric light and power, 
railroading, and a few other essential industries, the 
public cannot permit the parties to see which can stand 
the longer shutdown. All of this means that the men in 
essential industries, such as electric light and power 
and railroads, do not really have the Tight to strike; 
they have the right only so long as they do not use it, 
except on a very limited scale. 

Is it not unfair to both the men and the public to 
pretend that the men have rights which the public will 
not tolerate their using? Is not the honest and fair pro- 
cedure for the community to give “special status” to 
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the holders of jobs on which public health, public safe- 
ty, and general welfare require continuous service? 
Workers who accept employment on these jobs should 
undertake not to engage in strikes. No union should be 
eligible to bargain for workers on these jobs unless its 
constitution prohibits strikes by members who hold 
these jobs. 

It is important, however, that the holders of “special 
status” jobs be given special privileges as well as special 
duties. In other words, it is important that they regard 
themselves as fortunate in having especially desirable 
jobs, jobs which they would not care to jeopardize by 
going on strike. Hence, workers on special status jobs 
should be assured that their wages will be reviewed 
once a year and increased as rapidly as wages in general 
rise. In addition, the special status workers should re- 
ceive more liberal vacation privileges than employees 
in general and more liberal pensions than those pro- 
vided in the Social Security Act. The railway em- 
ployees, of course, already receive larger pensions than 
the Social Security Act provides. 

Which of these two policies for protecting itself 
against strikes in essential industries should a com- 
munity adopt? The policy which is preferable is the 
one which comtnands more complete and understand- 
ing support from the community. Especially in the field 
of labor law is it imperative that legislation reflect the 
understanding of problems by the man-in-the-street. 
Otherwise he will be unprepared to give legislation 
the support which it must have in order to work satis- 
factorily. 
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Undoubtedly the sounder policy would be for the 
community to decide whether or not it can tolerate 
strikes in given occupations and, if it decides that it 
cannot, to provide special arrangements to assure that 
the employees will not suffer because they lack the 
right to strike. The man-in-the-street may not yet be 
prepared to do this. Millions of Americans, however, 
have observed the government’s use of makeshift and 
possibly illegal instruments in its attempts to deal 
with strikes which created great public emergencies. 
They realize that the government must not again be 
left so helpless. Hence, the man-in-the-street is un- 
doubtedly prepared to give the government emergency 
powers. He may not yet be prepared, however, to give 
employees in certain essential industries a special status 
which would compensate them for the fact that even 
today they do not really have the right to strike. 

VI 

What can be done to realize the tremendous po- 
tentialities of unions for good? What are these poten- 
tialities? They are many, but three are of particular 
importance: 

1. That unions will help build a friendlier and more co- 
operative community in which different ^economic groups 
know more about each other’s problems, take a greater interest 
in each other’s problems, and have a greater capacity to work 
together. 

2. That, as a result of the more effective representation of 
the interests of employees, the policies of industry will better 
reflect the needs of various groups in the community. 

3. That, as a result of more adequate knowledge by various 
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groups of the problems of other groups and as a result of busi- 
ness policies which more effectively take account of the needs 
of workers, co-operation between employees and management 
m production will be more readily achieved and output per 
man-hour will be greater. 

These are important possibilities for good. If the 
trade union movement can help materially to achieve 
them, it will be making an important contribution to- 
ward building a great civilization in America. Two 
great dangers exist. One is that trade unions will choose 
to be, in the main, militant rather than co-operative 
organizations. Many an organization today seeks to 
hold and to gain members by fostering fear, suspicion, 
and hatred of employers and by representing itself to 
prospective members as an organization which drives a 
good bargain for its members because it is tough. Few 
greater calamities could befall the community, includ- 
ing the workers themselves, than for the trade union 
movement to adopt a policy of militancy rather than 
one of co-operation with employers. It would mean, of 
course, that trade unions would be an agency for main- 
taining a wide gulf between managements and em- 
ployees and for preventing workers from becoming 
interested in the problems of management and man- 
agement from "being interested in the problems of 
workers. It would mean that effective co-operation be- 
tween employers and unions in pursuit of common 
interests (such as more production) would be seriously 
limited. 

A second great danger is that trade unions will be 
parochial in their outlook, that each union will encour- 
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age its members to take a narrow view of their interests, 
to think of themselves primarily as bricklayers, steel 
workers, coal miners, or locomotive engineers, rather 
than as members of the community, and to attach less 
importance than they otherwise would to interests 
which they have in common with other economic 
groups. Such a development would also be a major 
calamity. The capacity of groups to co-operate depends 
upon their scales of value. If people are narrow and 
parochial, if they think mainly of their own occupation- 
al interests, the level of public spirit drops and the com- 
munity becomes less able to deal effectively with com- 
munity-wide problems and to formulate policies which 
are truly national. 

Trade unions, of course, are not the only organi- 
zations which threaten to induce the members of the 
community to accept scales of value in which special 
interests rank too high in relation to interests which 
all groups have in common. This is an age of organi- 
zation — of large business concerns and of innumera- 
ble associations of manufacturers, farmers, wholesalers, 
retailers. More and more, men’s thinking and actions 
are determined by the policy decisions of these organi- 
zations. The interests which are most important, how- 
ever, are the interests which are comnfon to all groups 
in the community — for example, the maintenance of 
a high and steady level of employment and of a healthy 
rate of expansion, the preservation of a reasonably high 
business birth rate, and of a good opportunity for men 
and capital to enter new industries. Hence the spread 
of group organization must not be permitted to cause 
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men to become so absorbed in the pursuit of particular 
interests that they neglect the more important common 
interests. 

What can be done to induce the trade union move- 
ment, on the whole, to pursue co-operative rather than 
militant policies and to prevent trade unions from be- 
coming narrow and parochial? Greater knowledge of 
the economics of wages and of the possibilities and 
limitations of collective bargaining would promote co- 
operative rather than militant policies, because such 
knowledge would help to prevent both employers and 
unions from expecting too much from collective bar- 
gaining. The need of such knowledge and its effect up- 
on negotiations were discussed in Chapter III. 

A great responsibility for the basic nature of union 
policies rests upon employers because the policies 
which employers pursue toward unions are a major 
determinant of the policies which unions pursue to- 
ward employers. Some unions and some union leaders, 
of course, have such fixed and unalterable objectives 
and methods that no change in policy on the part of 
employers would have much effect upon the behavior 
of the union. Nevertheless, as a general rule, the em- 
ployer who seeks to build up goodwill and co-operation 
by treating the union with consideration and by show- 
ing a sincere interest in its problems will arouse a recip- 
rocal spirit of goodwill in the union representatives and 
reciprocal interest in the problems of his business. In 
Chapter II some specific steps were outlined by which 
employers might build up a better day-to-day relation- 
ship with unions. In Chapter V suggestions were of- 
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fered for improving negotiating procedure. More 
important than any specific procedures, however, is 
the spirit in which the management deals with the 
union. It is more desirable that union leaders sense a 
spirit of friendship and goodwill and a general interest 
in their problems than that the employer pursue meth- 
ods of administration and negotiation which are correct 
by technical standards. 

In large part, the responsibility of helping the trade 
union movement to develop co-operative rather than 
militant policies and to become an instrument for in- 
teresting workers in the broad problems of the com- 
munity rather than for making workers narrow and 
parochial rests upon the community itself. It is impor- 
tant that the community be quick to assert the interests 
of the general public and that it impose high standards 
of behavior upon both employers and unions. Some of 
these standards have already been suggested. For exam- 
ple, the community should have a way of challenging 
make-work rules or restrictions on technological 
changes which are introduced into trade agreements. It 
should develop criteria for fair wage adjustments, for a 
good negotiating procedure, for good trade agreements. 
It should expect trade unions and employers to meet 
certain high standards in conducting negotiations and 
it should require them to show good cause for refusing 
to submit their deadlocks to arbitration. It should limit 
the use of strikes and boycotts for certain purposes, 
such as to compel employers to violate the law. It 
should also limit the use of strikes and lockouts in 
certain essential industries, such as electric light and 
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power and railroads. All of these standards and re- 
straints, whether implemented by the moral force of 
public opinion or by legal sanctions, would limit the 
attractiveness of aggressive and militant policies by 
employers and trade unions and thus would improve 
the chance that each side would adopt co-operative 
policies Furthermore, since the standards and re- 
straints impel unions and employers to think in terms 
of the interests of the community, they tend to broaden 
the viewpoint of union members and employers and to 
counteract any tendency for unions or employers to 
adhere to narrow and parochial policies. 

Finally, a shift of power and influence from the 
national unions to the two great federations — the 
American Federation of Labor and the Congress of 
Industrial Organizations — would help the trade union 
movement develop co-operation with employers and 
would help prevent the national unions from making 
their members unduly limited in outlook. The interests 
of labor as a whole, as I have pointed out several times, 
diverge less seriously from interests of employers than 
do the interests of the workers in a particular occu- 
pation or industry Hence one may expect the feder- 
ations to stand for more co-operative policies and to 
take a less parochial view of labor’s interests than do 
the national unions. 

A shift in power and influence from the national 
unions to the two great federations would undoubtedly 
be in the interest of labor itself The mere fact that 
employees are well organized to advance their interests 
in particular crafts and industries but weakly organized 
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to advance the interests of labor as a whole means that 
the general interests of labor receive inadequate rep- 
resentation. 

What are the chances that the federations will gain 
in power and influence in the labor movement? One 
hardly dares be optimistic. The principle of autonomy 
upon which the American labor movement has been 
based is still strong. One detects no signs within the 
trade unions themselves that the power and influence 
of the two federations will be increased. The di- 
vision in the labor movement between the American 
Federation of Labor and the Congress of Industrial 
Organizations tends to increase the power of the na- 
tionals and to diminish the power of the federations. 
Undoubtedly American trade unionists will sooner or 
later awake to the fact that the interests of labor as a 
whole must in general take precedence over the inter- 
ests of small groups of workers and that the organization 
of the labor movement must reflect this fact. The pro- 
fessional labor leaders, who are so important in the 
trade union movement of this country, are nearly all 
identified with particular national unions. Hence, few 
of them would care to see the federations gain greater 
power and influence at the expense of the nationals. 
One is forced to the conclusions (1) that the American 
trade union movement badly needs a shift of power and 
influence from national unions to the two federations, 
and (2) that such a shift of power and influence is not 
likely to occur in the foreseeable future. Let us hope 
that this forecast is wrong. 
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VII 

The community will not find it easy to master the 
multitude of problems which have been created by the 
spectacular rise of trade unions and the great power 
which they have suddenly acquired. It is inevitable that 
such a rapid change will outrun the thinking of the 
community. I have pointed out several times how pro- 
foundly unprepared the country is to cope with these 
new problems — both intellectually unprepared and 
emotionally unprepared. This is not surprising. The 
present difficulties, however, are in the mam tempo- 
rary. The community will gradually learn the new 
facts and master the new problems which have been so 
suddenly thrust upon it. 

Although the difficulties which confront the com- 
munity are formidable, the reward for overcoming 
these difficulties is enormous. The organization of 
millions of workers into trade unions can tremendously 
improve the opportunities of workers to learn about 
the problems of employers and of employers to learn 
about the problems of workers. It gives employees 
powerful instruments for co-operating with other 
groups It is true that these instruments may be used 
for fighting rather than for co-operating. If the potenti- 
alities for good in the trade union movement can be 
realized, however, America will build a civilization 
which surpasses all others in the capacity of the people 
to work together effectively in the pursuit of common 
aims. A clear vision of the ways in which the organi- 
zation of workers can make the community become 
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more co-operative and better able to solve its problems 
should spur all employers and employees to make these 
potentialities become realities. 


The Messenger Lectures 

THIS BOOK in its original form consisted of six 
lectures which the author delivered at Cornell Uni- 
versity in the fall term of 1946, namely, the Mes- 
senger Lectures on the Evolution of Civilization. 
That series was founded and its title was prescribed 
by Hiram J. Messenger, B.Litt , Ph D., of Hartford, 
Connecticut, who directed in his will that a portion 
of his estate be given to Cornell University and used 
to provide annually “a course or courses of lectures 
on the evolution of civilization, for the special pur- 
pose of raising the moral standard of our political, 
business, and social life." The lectureship was estab- 
lished in 1923. 
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APPROVAL OF STRIKE ACTION 
AS REVEALED BY UNION CONSTITUTIONS 


The following fifty-three A . F. of L . unions require national 
approval of strikes before they are legal under the union laws: 


Automobile Workers 
Bakery and Confectionery 
Workers 

Blacksmiths, Drop Forgers 
and Helpers 

Boilermakers, Iron Ship- 
builders and Helpers 
Bookbinders 
Brick and Clay Workers 
Bricklayers, Masons and 
Plasterers 

Bridge and Structural Iron 
Workers 

Building Service Employees 
Broom and Whisk Makers 
Carpenters and Joiners 
Cement, Lime and Gypsum 
Workers 
Cigar Makers 
Cleaning and Dye House 
Workers 

Diamond Workers 
Electrical Workers, 
Brotherhood of 
Elevator Constructors 
Fire Fighters 
Firemen and Oilers 


Flint Glass Workers 
Garment Workers, United 
Glass Bottle Blowers 
Granite Cutters 
Hatters, Cap and Millinery 
Workers 
Horse Shoers 
Lathers 

Laundry Workers 
Leather Workers 
Longshoremen 
Maintenance of Way 
Employees 

Metal Polishers, Buffers, 
Platers and Helpers 
Molders and Foundry 
Workers 

Painters, Decorators and 
Paperhangers 
Paper Makers 
Pattern Makers 
Photo-Engravers 
Potters 

Printing Pressmen 
Pulp, Sulphite and Paper 
Mill Workers 

Railway and Steamship Clerks 
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Shoe Workers 

Stage Employees and Moving 
Picture Machine Operators 
Stereotypers Sc Electrotypers 
Stonecutters 
Stove Mounters 
Street, Electric Railway and 
Motor Coach Employees 
Switchmen 


Teamsters, Chauffeurs, Ware- 
housemen and Helpers 
Telegraphers, Commercial 
Tobacco Workers 
Typographical Union 
Upholsterers 

Wall Paper Craftsmen and 
Workers 


The following six A. F. of L. unions require approval by the 
national m nearly all cases but permit locals to call strikes 
without national approval m some cases: 

Coopers Musicians 

Garment Workers, Ladies' Plumbers and Steam Fitters 

Meat Cutters and Butcher Mine Workers 

Workmen 


The following twenty-four C.I.O. national unions require 
national approval of strikes before they are legal under the 
union laws: 


Automobile, Aircraft and Im- 
plement Workers 
Barbers and Beauty 
Culturists 

Electrical, Radio and 
Machine Workers 
Farm Equipment and Metal 
Workers 

Food, Tobacco, Agricultural 
and Allied Workers 
Fur and Leather Workers 
Gas, Coke and Chemical 
Workers 

Glass, Ceramic, and Silica 
Sand Workers 
Marine and Shipbuilders 
Marine Engineers 
Maritime Union 


Mine, Mill, and Smelter 
Workers 
Oil Workers 
Packinghouse Workers 
Playthings and Novelty 
Workers 

Public Workers, United 
Retail, Wholesale, and 
Department Store 
Employees 

Rubber, Cork, Linoleum, and 
Plastic Workers 
Shoe Workers 
Steelworkers 

Stone and Allied Products 
Workers 
Textile Workers 
Transport Service Employees 
Transport Workers* Union 
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The following three CJ.O . unions require approval by the 
national m nearly all cases : 

Brewery, Flour, Cereal and Office and Professional 
Soft Drink Workers Workers of America 

Lithographers 


Appendix B 

APPOINTMENT OF INTERNATIONAL 
REPRESENTATIVES 


In the following thirty-six A. F, of L. national unions , the 
appointment of international representatives is the exclusive 
responsibility of the president: 


Automobile Workers 
Barbers and Hairdressers 
Boilermakers, Iron Ship- 
builders and Helpers 
Boot and Shoe Workers 
Brick and Clay Workers 
Bridge and Structural Iron 
Workers 

Carpenters and Joiners 
Cleaning and Dye House 
Workers 
Coopers 

Electrical Workers, 
Brotherhood of 
Elevator Constructors 
Engineers, Operating 
Firemen and Oilers 


Hod Carriers 
Horse Shoers 
Hotel and Restaurant 
Employees 
Jewelry Workers 
Longshoremen 
Maintenance of Way 
Employees 

Masters, Mates and Pilots 
Meat Cutters and Butcher 
Workmen 1 

Metal Polishers, Buffers, 
Platers and Helpers 
Musicians 

Painters, Decorators and 
Paperhangers 
Post Office Clerks 


1 Organizers are appointed jointly by the president and the secretary- 
treasurer. 
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Postal Supervisors 
Printing Pressmen 
Railroad Telegraphers 
Railway Carmen 
Stage Employees and Moving 
Picture Machine Operators 

In the following twenty A . 
representatives are appointed 
proval of the executive board 

Asbestos Workers 
Blacksmiths, Drop Forgers 
and Helpers 
Bookbinders 

Building Service Employees 
Cement, Lime and Gypsum 
Workers 
Cigar Makers 
Government Employees 
Garment Workers, Ladies’ 
Handbag, Luggage, Belt and 
Novelty Workers 


Street, Electric Railway and 
Motor Coach Employees 
Switchmen 

Telegraphers, Commercial 
Tobacco Workers 
Typographical Union 
Upholsterers 

F. of L . unions, international 
by the president with the ap- 

Hatters, Cap and Millinery 
Workers 

Launch y Workers 

Mine Workers 

Molders & Foundry Workers 

Paper Makers 

Photo-Engravers 

Plasterers 

Pulp, Sulphite and Paper 
Mill Workers 
Retail Clerks 
Textile Workers 
Stereotypers 8c Electrotypers 


In the following three A. F. of L . unions, international rep- 
resentatives are appointed by the executive board: 

Bakery Workers Granite Cutters Teachers 


In the following CJ.O. union, the appointment of inter- 
national representatives is the exclusive responsibility of the 
president : 

Clothing Workers, Amalgamated 

In the following twenty-one C.I O. unions, international rep- 
resentatives are appointed by the president with the approval 
of the executive board: 

Automobile, Aircraft and Farm Equipment and Metal 

Implement Workers Workers 

Communications Association Fishermen 
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Food, Tobacco, Agricultural 
and Allied Workers 
Furniture Workers 
Gas, Coke and Chemical 
Workers 

Glass, Ceramic and Silica 
Sand Workers 
Lithographers 
Marine and Shipbuilders 
Mine, Mill and Smelter 
Workers 

Office and Professional 
Workers 


Oil Workers 
Public Workers, United 
Retail, Wholesale and 
Department Store 
Employees 
Rubber Workers 
Shoe Workers 
Steelworkers 
Textile Workers 
Transport Service Employees 
Transport Workers' Union 


In the following five C.LO. unions , international represen- 
tatives are appointed by the executive board * 

Barbers and Beauty Electrical Workers 

Cultunsts Fur Workers 

Brewery Workers Packinghouse Workers 


Appendix G 

PRESIDENTIAL POWERS LIMITED BY 
EXECUTIVE BOARD 


In the following twenty A. F. of L. unions , the president 
may appoint international officers with the approval of the 
executive board: 


Asbestos Workers 

Blacksmiths 

Bookbinders 

Building Service Employees 
Cement, Lime and Gypsum 
Workers 


Cigar Makers 
Government Employees 
Garment Workers, Ladies' 
Handbag, Luggage, Belt and 
Novelty Workers 
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Hatters, Cap and Millinery 
Workers 

Laundry Workers 
Mine Workers 
Molders and Foundry 
Workers 
Paper Makers 


Photo-Engravers 

Plasterers 

Pulp, Sulphite and Paper 
Mill Workers 
Retail Clerks 
Textile Workers 
Stereotypers & Electrotypers 


In the following twelve A . F. of L. unions, the president may 
with the approval of the board : 


remove representatives 

Bookbinders 
Carpenters and Joiners 
Elevator Constructors 
Jewelry Workers 
Mine Workers 
Paper Makers 


Photo-Engravers 
Railway Mail Association 
Retail Clerks 
Stereotypers 
Stone Cutters 
Upholsterers 


In the following twenty A.F. of L . unions, the president may 
suspend or revoke local charters with the approval of the 
board * 


Blacksmiths, Drop Forgers 
and Helpers 

Boilermakers, Iron Ship- 
builders and Helpers 
Boot and Shoe Workers 
Carpenters and Joiners 
Cleaning and Dye House 
Workers 

Hotel and Restaurant 
Employees 
Laundry Workers 
Longshoremen 
Mine Workers 


Molders and Foundry 
Workers 
Potters 

Railroad Telegraphers 
Railway Carmen 
Railway and Steamship 
Clerks 

Stone Cutters 

Street, Electric Railway and 
Mo&or Coach Employees 
Teamsters 

Telegraphers, Commercial 
Textile Workers 
Upholsterers 


[1841 



APPENDIXES 


In the following twenty-seven A. F. of L. unions , the presi- 
dent may discipline or supplant local officers with the approval 
of the hoard: 


Asbestos Workers 
Automobile Workers 
Blacksmiths 

Boilermakers, Iron Ship- 
builders and Helpers 
Bookbinders 

Building Service Employees 
Cement, Lime and Gypsum 
Workers 

Cleaning and Dye House 
Workers 

Elevator Constructors 
Garment Workers, Ladies’ 
Glass Cutters, Window 
Hatters, Cap and Millinery 
Workers 
Hod Carriers 
Hotel and Restaurant 
Employees 


Mine Workers 
Molders and Foundry 
Workers 

Painters, Decorators and 
Paperhangers 
Paper Makers 
Railroad Telegraphers 
Railway Carmen 
Railway Mail Association 
Railway and Steamship 
Clerks 

Retail Clerks 

Stage Employees and Moving 
Picture Machine Operators 
Telegraphers, Commercial 
Upholsterers 

Wall Paper Craftsmen and 
Workers 


In the following twenty-one C.LO. unions , the president may 
appoint international officers with the approval of the execu- 
tive board: 


Automobile, Aircraft and 
Implement Workers 
Communications Association 
Farm Equipment and Metal 
Workers 
Fishermen 

Food, Tobacco, Agricultural 
and Allied Workers 
Furniture Workers 
Gas, Coke and Chemical 
Workers 

Glass, Ceramic and Silica 
Sand Workers 


Lithographers 
Marine and Shipbuilders 
Mine, Mill and Smelter 
Workers 

Office and Professional 
Workers 
Oil Workers 
Public Workers, United 
Retail, Wholesale and 
Department Store 
Employees 
Rubber Workers 
Shoe Workers 
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Steelworkers Transport Service Employees 

T extile Workers Transport Workers 

In the following three C 1.0. unions , the president may sus- 
pend or revoke local charters with the approval of the board: 

Farm Equipment and Metal Mine, Mill and Smelter 

Workers Workers 

Public Workers, United 

In the following four C.I O. unions , the president may disci- 
pline or supplant local officers with the approval of the board: 

Farm Equipment and Metal Oil Workers 

Workers Rubber Workers 

Longshoremen and 
Warehousemen 


Appendix D 

POWERS OF THE PRESIDENTS 


In the following eight A. F. of L . unions , the president may 
remove any international officer and there is no appeal from 
his decision: 


Bridge and Structural Iron 
Workers 

Electrical Workers, 
Brotherhood of 
Maintenance of Way 
Employees 

Plumbers and Steamfitters 2 


Pulp, Sulphite and Paper 
Mill Workers 

Street, Electric Railway and 
Motor Coach 
Employees 3 
Switchmen 

Typographical Union 


2 The piesident is empowered to remove executive board members, all 
of whom are international officers Impeachment must be by the executive 
board, at the instigation of a local 

*The president's power is limited to suspension Expulsion must be by 
the executive board, subject to appeal to the convention. 
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In the following thirteen A F. of L unions , the president 
may suspend and revoke charters of locals zvithout appeal • 


Bridge and Structural Iron 
Workers 

Electrical Workers, 
Brotherhood o£ 
Engineers, Operating 
Glass Bottle Blowers 
Leather Workers 
Maintenance of Way 
Employees 
Musicians 


Painters, Decorators and 
Paperhangers 
Paper Makers 
Plumbers and Steamfitters 
Pulp, Sulphite and Paper 
Mill Workers 

Stage Employees and Moving 
Picture Machine Operators 
Switchmen 


In the following twelve A. F of L unions the president may 
discipline and replace local officers without appeal: 


Bricklayers, Masons and 
Plasterers 4 

Bridge and Structural Iron 
Workers 

Engineers, Operating 
Electrical Workers, 
Brotherhood of 
Glass Bottle Blowers 


Lathers 

Meat Cutters and Butcher 
Workmen 
Musicians 

Sleeping Car Porters 

Switchmen 

Teamsters 

Typographical Workers 


In the following three CIO unions , the president has the 
power to discipline or supplant local officers without appeal. 

Glass, Ceramic and Silica Workers 
Mine, Mill and Smelter Workers 
Office and Professional Workers 


* The executive board suspends local members The president has power 
to appoint a person to administer the affairs of a local union. 
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POWERS OF EXECUTIVE BOARDS 


In the following fifteen A . F. of L. unions > the executive 
board may remove an international officer without appeal: 


Asbestos Workers 
Barbers and Hairdressers 
Boot and Shoe Workers 
Bricklayers, Masons and 
Plasterers 

Broom and Whisk Makers 
Fire Fighters 

Garment Workers, Ladies’ 
Garment Workers, United 


Glass Cutters, Window 
Handbag, Luggage, Belt and 
Novelty Workers 
Hod Carriers 
Lathers 

Leather Workers 
Letter Carriers 
Molders and Foundry 
Workers 


In the following twenty -five 
board may suspend or revoke 
Asbestos Workers 
Automobile Workers 
Bakery and Confectionery 
Workers 

Barbers and Hairdressers 
Bricklayers 

Broom and Whisk Makers 5 
Building Service Employees 
Coopers 

Garment Workers, Ladies’ 
Garment Workers, United 
Government Employees 
Granite Workers 


A. F. of L. unions , the executive 
local charters: 

Handbag, Luggage, Belt 
and Novelty Workers 
Hatters, Cap and Millinery 
Workers 
Hod Carriers 
Jewelry Workers 6 
Masters, Mates and Pilots 
Meat Cutters 
Metal Polishers, Buffers, 
Platers and Helpers 
Mine, Mill and Smelter 
Workers 


8 The president, with the consent of the executive board and subject to 
appeal to the membership, has power to suspend a charter Revocation 
of a charter is a power of the executive board 

* The president, with the consent of the executive board, has the power 
to suspend charters. Revocation of a charter is a power of the executive 
board. 
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Railway Mail Association Typographical Union 

Retail Clerks Wall Paper Craftsmen 

Stereotypers & Electrotypers and Workers 


In the following eleven A . F. of L . unions , the 
board may discipline and supplant local officers: 


Diamond Workers 
Garment Workers, United 
Glove Workers 
Government Employees 
Handbag, Luggage, Belt and 
Novelty Workers 


Horse Shoers 
Metal Polishers 
Plasterers 
Printing Pressmen 
Textile Workers 
Tobacco Workers 


executive 


In the following six C LO . unions , the executive board may 
remove an international officer without appeal 


Automobile, Aircraft and 
Implement Workers 
Inland Boatmen's Union 
Marine and Shipbuilders' 
Union 


Office and Professional 
Workers 
Steelworkers 

Transport Workers’ Union 


In the following twelve C.I.O. unions , the executive board 
may suspend or revoke local charters: 


Automobile, Aircraft and 
Implement Workers 
Barbers and Beauty 
Culturists 

Gas, Coke and Chemical 
Workers 

Newspaper Guild 
Office and Professional 
Workers 


Oil Workers 
Retail, Wholesale and 
Department Store 
Employees 
Rubber Workers 
Shoe Workers 
Textile Workers 
Transport Service Employees 
Transport Workers* Union 


In the following seven C LO . unions , the executive board 
may discipline and supplant local officers: 


Automobile, Aircraft and 
Implement Workers 
Fishermen 

Inland Boatmen's Union 
Newspaper Guild 


Playthings and Novelty 
Workers 

Retail, Wholesale and 
Department Store 
Employees 

Transport Workers' Union 
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Admission to unions, 
fees, 103 

requirements, 101, 102-103, 114-115, 
118-119 

Agreements, see Trade agreements 
Amalgamated Clothing Workers, 103 
American Communications Associ- 
ation, 41 

American Federation of Labor, 8, 12, 
13, 14, 16, 102, 107, 108, 135, 158, 
162, 175, 176 

American Federation of Musicians, 
109-110 

American Federatiomst, 158, 159 
Appeal, right of, 108, 109, 111, 119 
Apprenticeship, 103, 143 
Arbitration, 127, 148, 149, 151-152, 174 
Arbitrators, 64, 149-150, 167-168 
Arnold, Thurman, 67 
Autonomy, principle of, 8, 10, 11, 97, 
176 

Baltimore and Ohio Railroad, 44 
Barbers’ union, 113n 
Bargaining in good faith, 157 
Bargaining power, 20, 21, 66, 67, 74, 
76, 77, 138, 154-155, 

Bargaining rights, 167 
Berry, George, 113 
Bonuses, 55-56 
Boycotts, 13, 26, 139, 161, 174 
Brewery workers, 13 
union, 161, 162 


Bricklayers’ union, 103, 113, 133 
British courts of inquiry, 150 
British unions, 9 

Building trades’ unions, 13, 103, 105, 
162 

Bureau of Labor Statistics, U. S , 124n 
Business cycle, effect of upon prices, 
79-82 

Canadian National Railway, 44 
Capital, possibility of substituting for 
labor, 92, 93, 94 
Capitalism, 2, 3 
Carmen, 113n 

Carpenters’ union, 102, 110, 113n, 
113-114 

Changes in methods and equipment, 
57-58 

Charters, local, 108, 109 
Class B membership, 110, 115 
Closed shop, 14, 22, 39, 58, 95, 101, 
118-119 

Collect^e bargaining, 
and communication between work- 
ers and management, 43-44, 48 
and interests of consumers, 30-33 
and production, 19, 21, 32-34 
area of, 134 
breakdown of, 13, 14 
conditions affecting, 48-50, 131-138 
development of, 3, 7 
economic consequences of, 20-21 
effectiveness of, 18, 24-25 
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effects of upon administrative prac- 
tices, 42-46 

importance of, 124-127 
improvement of, 24-25, 1 38-145 
m practice, 129-130 
possible contributions to, 
by government, 66-68 
by management, 62-64 
by unions, 64-66 
prospects for, 152-153 
refusal to engage in, 26 
reliance upon, 7, 9 
restrictive rules imposed by, 35-41 
theory of, 127-129 

Committee for Industrial Organization, 
135 

Committees, union, 43 
Common interests, as opposed to spe- 
cial interests, 27, 171-172, 175 
Communication between workers and 
management, 43-44, 48 
Communism, 2 

Communists, 102, 114-115, 116 
Competition, 

between union leaders, 13, 16, 139 
between unions, 13, 16, 139, 161-162 
m industry, 30, 31, 145 
Conciliation Service, 25, 68, 124«, 143, 
146-148, 150, 167 
Conciliators, 131, 146-148 
Congress of Industrial Organizations, 
12, 13, 16, 26, 106, 107, 108, 109, 
162, 175, 176 

Constitutions, union, 104, 105-106, 107, 
114-118, 157, 158, 169 
Construction industry, 4, 98 
Consumer purchasing power, 82, 85 
Consumers, 

interests of under collective bargain- 
ing, 62-70 

represented by employers, 19, 30-31, 
59 

Conventions, union, 104, 110, 115, 122 
Co-operation, policy of, 170-175 
Cost of living, 137 
Craft unions, 12, 49 


Democracy in unions, 21-23, 99-102, 
111-114 

Depression, effect of, 10, 11, 13, 80-82 
Discharges, 33, 34-35, 42 
Discipline, 

by employer, 52-54, 57, 58 
by union, 23, 108, 109, 110-111, 116, 

119- 120 

Dismissal wage, 59 
Efficiency, 

impediments to, 36-41, 44-46 
incentives for, 57, 59 
Elasticity of substitution, 92n 
Elections, union, 104, 113-114, 115, 

120 - 121 

Electric light and power, 165, 168 
Electrical workers’ union (A F. of L.), 
110 

Emergency boards, 150-152, 166 
Employer discipline, see Discipline 
Employers, 

bargaining power of, 21 
responsibility for union policies, 
173-174 

See also Management 
Employment, 

effect of union wage policy upon, 
82-84 

See also Unemployment 
Equal division of woik, 34, 35, 57, 59 
Essential services, interruption of, 152- 
153, 155, 156, 164-170, 174-175 
Executive board, union, national, 9, 
104-105, 107, 108, 109, 117, 121, 122 
Expulsion from union, see Discipline 

Fact-finding boards, 150 

Fair Labor Standards Act, 11, 14, 66 

Federations, shift of power to, 175-176 

Financial reports, 115, 121 

Foremen, 43, 45, 46 

Free markets, 21, 74, 75, 81 

General Motors, 165 

Glaziers, 103 

Gompers, Samuel, 9 

Good manners in negotiations, 143 
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Government action, 
to improve results of collective bar- 
gaining, 66-68 

to protect community against illegal 
strikes, 162-164 

to protect community against strikes 
in essential industries, 165-170 
to reform union government, 

118-123 

Government encouragement of trade 
unions, 6, 10-11 

Government employees, unions of, 106 
“Grass roots" period, 6, 7 
Green, William, 158, 159 
Grievance, definition of, 42 
Grievance machinery, 41, 42, 54, 58 
Grievances, 43, 60, 106-107 

Hiring, control of, 36, 57, 58 
Hosiery industry, 136-137, 145 
House Labor Committee, 158 
Hoxie, R F , 17 

Hutcheson, William L , 113-114 

Industrial peace, problem of, Chapter 
V 124-153 

Insurance rights, after illegal strike, 
163-164 

International officers, see Union offi- 
cers, national 

Investment function, 79n, 84, 85 
Investment opportunities, 83, 84 

Job evaluations, 66 
Job standards, fairness of, 61, 66 
Joint determination of rates, standards, 
and working conditions, 39-41, 58 
Jurisdiction, exclusive, principle of, 8, 
10, 12, 13 

Jurisdictional dispute, 50 

Knights of Labor, 8 

Labor-employer advisory committee, 
146 

Labor leaders, professional, 
as factor in labor relations, 49-50 


ascendancy of, 9-10, 15-16 
attitude toward leforms m union 
government, 122 

relations with union rank and file, 
15, 23, 40-41, 112, 117-118, 134- 
135 

rivalries between, 13, 16 
Labor legislation, 10, 17, 66, 169 
Labor-management committees, 44 
Labor movement, 
effect of depression on, 10-11 
future of, 176 

government encouragement of, 10-11 
its rise and its present status. Chap- 
ter I 1-28 
periods of, 6-14 
See also Trade unions 
Labor-relations manuals, 43 
Ladies’ Garment Workers' Union, 
International, 116 
Lathers, 103 
Layoffs, 34, 37, 57, 62 
Lerner, Abba, 79 n 

Local officers, see Union officers, local 
Local unions, 
aided by national, 105-106 
at conventions, 110, 115 
bargaining by, 7, 134-135 
control of by national officers, 109 
control of by national president, 108 
deprived of self-government, 120 
Longshoremen, 13 

Mamtenance-of-membership clauses, 

14, 22, 39, 101 

Make-work rules, 38-39, 49, 59, 65, 
67-68, 174 
Management, 

and promotion of workers, 37-38 
and unions, 19, 20 
contribution of to effectiveness of 
collective bargaining, 61-64 
rights of, 40 

See also Employers and Hiring 
Masters, mates, and pilots, 102 
Members, union, 
long-run interests of, 64-65 
number of, 3-4 
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Men and boys* clothing industry, 76-77 
Metal trades, 145 
Militancy, policy of, 171-175 
Monopolistic competition, 30-31 
Morse, Senator Wayne, 68 
Motion picture operators, 103 
Musicians’ union, 114 

National income, share of union mem- 
bers in, 91-95 

National Industrial Recovery Act, 11 
National Labor Relations Board, 55, 
68, 119, 120, 157, 160, 167 
National net product, 19, 32, 73, 74 
National officers, see Union officers, 
national 
National unions, 

administration of agreements by, 106 
admission policies of, 103 
control of funds by, 105 
control of strikes by, 105-106 
development of, 6, 7-8 
number of, 3, 16 
policy-executing in, 105-107 
policy-making m, 103-1Q5 
problems arising from, 8 
Naumkeag Steam Spinning Company, 
40—41 

Negotiations, methods of, 21, 106, 126, 
129, 130, 131-138, 138-145, 152- 
153, 167, 174 
Negroes, 102-103, 118 
Nonunion labor, substituted for union 
labor, 92, 93, 94 
Nonunion shops, layoffs in, 34 
Norris-LaGuardia Act, 11 

Offenses, vague, 110-U1, 116 
Officers, union, see Union officers 
Older workers, 84 
Oligopoly, 31 

Output, union limits upon, 44-45, 52, 
59 

Overtime work, 45 

Padway, Joseph, 158, 159 
Pension plans, 34, 55-56, 115-116 
Pension rights, 163-164, 167, 169 


Photo -engravers, 104 
Picketing, 164, 167 
Piece lates, setting of, 42 
Policy-executing m unions, 9, 105-107, 
116-118, 121 

Policy-making m unions, 9, 103-105, 
111-112, 116-118, 121 
Political conditions m unions, 134-135 
Postal Telegraph Company, 41 
Presidents, union, 
powers of, 107-110 
tenure of office of, 113-114 
Pressmen’s union, 113 
Prices, 

as affected by business cycle, 79-82 
as affected by rise m wages, 77-82 
“Product-mix,” 73, 91 
Productivity, as basis for wage de- 
mands, 137 
Piofits, 

and saving, 83, 84 
and spending, 87 

Promotion of workers, 37-38, 59, 62 
Propensity to save, 83, 84 
Public interest, trade unions and, 118- 
119, 123, Chapter VI. 154-178 
Public policy, 
strikes to change, 26 
toward unions, 10, 11 
workers’ stake in, 17 

Rank and file, union, 15, 23, 40-41, 112, 
117-118, 121, 134-135 
Re-employment, after illegal strike, 

164, 167 

Representatives, union, 
as source of information, 56 
national, 107, 133 
relations with management, 62, 63 
Retail Clerks’ International Protective 
Association, 109 

Right to strike, see Strikes, right of 
Rivalries, between labor leaders and 
between unions, see Competition 
Robinson, Mrs Joan, 78n 

Savings function, 79 n f 84, 85 
Seidman, Joel, 102n, 109n 
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Self-employed workers, 92, 93, 94 
Seniority, 

layoffs in accordance with, 34, 35, 37, 
59 

promotions m accordance with, 37, 
45, 52 

rights after illegal strike, 163-164, 
167 

rules, 35 

Sherman Antitrust Law, 67, 68 
Shop rules, changes in, 54 
Shop stewards, 43, 44, 45, 62, 63, 65, 66 
Slow-downs, 45-46, 63-64 
Social Security Act, 11, 14, 169 
Socialism, 2 

Special interests, see Common interests 
Special status for employees, 166, 168- 
170 

Standard of living, 
of community, effect of unions upon, 
26, 59, 67, 71-91 

of union members, effect of unions 
upon, 71, 91-95 

Standards, determination of, 39, 40, 42 
Strike benefits, during illegal strikes, 
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